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. The purpose of this study was to determine how collaborative arrange-
‘ments among state departments of education, regional ‘éducation agercies, and
The “study focused: on three - -

. local school districts work to improve schools.
cxemplary'agrangehents,Ain Q:d;: to learn why the e interorganizational
arrangements. were successful.

_ The study is reported in two parts. ?5 first pait'chptsins a
description of the entire study, a synthesis of the findings, .and a discussion

of the policy implications -and suggestions for £ ;uré*;eseafch.' The present

part contains the case studies of each of the three interorganizational
arrangements. '
° The .National Institute of Education (the Research and Educational

,gggctice"unit within NIE‘s Dissemination and rovement of Practice prograh>

provided the support for the study under Contr;ét No. 400-79-0062. The main

authors of .each case study are as follows: Robert K. Yin wrote the case
study- of the .Wayne County Intermediate School - istrict; .Margaret K. Gwaltney

.Qrote the case study of the Educational Improvement Cenggr-Soﬁth; and James. -

Molitor wrote the case study of the Northern. folorado Educational Board of

Cooperative Services:

Rohert K. Yin and Margaret K. Gwaltney, Organizatious Collaborating to
Improve tducational Practice (Cambzidge, Massachusetts- Abt Associates,

981). I
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CASE. STUDY NO. 1:
THE WAYNE COUNTY
INTERMEDIATE SCHOOL'DISTR_iCT i
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I. INTRODUCTION

) The purpose of this first case study is to describe and ‘explain
knovledge utilization activities in the Wayne Coun.y Intermediate School
‘District (ISD). The information for the case study is based on documents
obtained throughout 1979=80, and.cn field‘interviews'conducted in March and

October, 1980. The case study first giqesdthe general backgrcdnd't9~the‘

Wayne interorganizational arrangement (Section I), then describes the func-
tions and outhmes for tﬁ?ee,speCigié’knowledgeAutiligationnservicesA
(Section II), and finally analyzes the reasons ‘for the success of these

services (Saction I11I). -

The Wayne CountyISD e

The'wayne"échnty ISD is'a—gdvernmental unit that administers pub-
lic educational services, 0rganizationa11y, ‘the unit connects the Michigan
Department of Education (MDE) with the 36 local school districts (LEAs)
in the: Wayne. COunty area. The LEAs- include the,city of Detroit and its
surrounding suburbs- (see map in Figure 1), and the large area and population
‘sérvéd made the Wayne ISD the thirdnlarge%t,regionai edication -agency (Ri:k)2
in the United States (Levis, 1979). The tgtalibudget amounted to about $54
million in- 1980 (see Table i) ’ . '

there are 36 LEAs if Detroit is counted as & single LEA. BPBecause Detroit
has somé centrally administered schools (central region) and 8 decentralized,
regions, the LEA may be counted as 9 -separate districts, in which case the
Wayrie ISD could be ‘said to serve 44 LEAs.

’

2'I‘here is considerable variatior in the names used for thése agencies.(e.g.,
intermediate service agencies; educational service agencies, and regional
educational ‘service agencies). -We ‘have .selected. the term "REA" as the most
appropriate parallel to the prevailing use of “SEA" and “LEA®, which refer
to ‘state and local education aguncies, respectively.

“
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REVENUES
Generol Fund
Building ond Site Fund
Debt Retirement Fund
Speciol Education -
One Mill Fynd-
Coop-Dato ?rocoumg
fund
Head Stort-
Spécic! Education -
Operational Progroms
Speciol Projects-
Tota! Revenves

" EXPENDITURES

.~ SOURCE:

Generol Fund
Bvilding and Site Fund
Debt Retirement Fund
“Speciol Educotion -
- Or3 Mill Fund
Coop-Dota Processing:
Fund

‘Heod Stort-

"Special Education -

Operational Progroms

‘Speciol Projects

Totol Expenditures.

‘Table 1

. BUDGET-SUMMARY

1980-3) 198132
1979-30 Appnvod - Preliminary
Aztual Iud.ﬂ BSudget-
'$ 5016135 $ 4974159  $ 4805717
568,215 150,000{0). 50,000
1941648 , 2,078,957 1,871,713
20115676  20,589.983 20,589,983
©1,993.590. 2,187,000 2,203,000.
2,597,678(b) 2,779,428 2,779,428
6,086,611 3,970,917 3.951,534.
14.478.787(c) 17,558.435  17,558.435

$£2.798.340

'$54.288.889
S——

353.809.‘8 10

$ 4634981  $:4.974,69.  $4,805717
1,403,606 2,500,000(c). 1,000,000
1,849,076 1,898,900 187,713
20,914,398 20,589,983 20,589,983
1715529 2,187,000 2,203,000
2,£7,678(b) 2,779,428 2,779,428
.6,086,61 3.970917 3951534

| 14,476,442(c) 17,558,435 17,558,435
3, m 321 §56.458832  §54759.810

{o) Expondnuus funded.frém previous yeors fund equity

(b) Unoudited amounts

_Wayne County ISD, 1980

(¢} Includes projects which were not funded for 1979-80 and 1980-81




The Wayne ISD"is cne of 58 such Tegional units covering the state
' of Michigan (see the state map in ‘Figure. 2). These wnits were octlblished by
Public Act 190 of the 1962 Michigan state law, to Teplace the siugle—county
}.chool systems that had existed for over one hundred ysars (Thomas, 1968).
‘The 1962 law defirad ISDs as units that had to serve ct least 5,000 students;
:the legislation also provided state: aid for qpernting'the ISDs and- estadb- *
lished their basic functions and organization. All of the LEAs in Mickigan
sre mandated to ke included within an ISD, and ‘in most cases the 1SD board
‘ of cducntion is elected by the constituent LEAS. As a result of the 1962 law
and subsequent legislation, -ost 1SD activities fall into five categories
(suphe:_;s, 1975): o,

*

6 -special education. programs (the 1SDs operate -classroom
sexvices to serve the LEAs):

-0 vo:itional-techniéai‘éduch:ion‘ptpgrnms (the-1SDs operate
— classroam services to serve the LEAs);

©- curriculum consultant services (the 1ISD staffs provide .
1nformation and techn;cnl aSsistance to the LEAs):; -

o data grocessingoservices, central purchasing, and other
administrative services (the ISDs provide thesge ser' '‘ces -
to the LEAs on a fee-for-gervice basis); and.
- . »
© knowledge utilization services (the 1SDs provide infor-
‘mation and nssistance for using educational. media, for
nGOpting new practices, and for inservice training of
LEA staff). o .
‘Some of these services are cstcbiished*as "required duties” of the IsDs; -
other services have evolved from the permissive authority” granted to the
ISDs (for a full description, see Report -of Blue Ribbon Task Force, 1977).
AlY of the 1SDs mey draw their funding from four -njor sources. (Davis,
1976): local property- tax levies, staté aid, federal’ _programs 1n cducniion,
‘and fees paid by LEAs for specific services. “Of these sources;, the state
aiq formula was ghunged in 1975, and this had a signifxcant impact on the
_luyné 1SD budget. Until 1975, the fornuln had been based on existing -illnge
rates, and not on a per/pupil cclculntlon. This resulted in the Wayne 1SD . -
having a budget that was disproportionctely ‘smaller than those of the other

1805, in terms of the number of students served. The 1975 law (Public Act’
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261) shifted the state aid formula.-to a per/pupil basisj bgcadﬁé the. Wayne
ISD was serving about 500,000 students at the time (see: Table 2), the Wayne
"~1SD's budget was increased substantially. As a result of this change as well
as incneafgs in federal funds, the Wayne ISD has been able to expand the- J
services available to its constituent LEAs-bvér the t few years. The
expansion in turn has allowed. the ISD to be much more risible and responsive
in serving the @EAS; even for such a lafée school system as the Detroit LEA.

Even :pough—éhe Wayneuiso offers a diverse array of servicés, the
éurpose of the present study was to focus on knowledge utilization services. /
This is because thie Wayne ISD wasiknown to be exemplary in‘thig regard, and ‘
the purpose of the study w?s to_explain P;& and why knowledge/utilization
occurs in’ this type of ihtérorganizafionél drfaﬁgemént. . oo ;

»

Knowledge'UtiliQation”A"tivities,in‘the%Wayne‘iSD

A5 a régional unit,senvfhg a group of LEAS, theé Wayne ISD brings
new information and external resources to the attention of the.LEéé, which
contain about 28,010 teachers and~admin;§trqtqrs; School and district staffs

‘ may -then impiemént a neﬁhpraCtice, or may -become better ;réined'and knowledgeG
able about,the,éduggtiénal process even though no service practice may have
‘been changed. Either situation represents an instance of knowledge gt%lizaﬁiont

‘The specific knowledge utilization activities are highly varied 'and
may involve -staff invSeVéf;l different organizational uunits within: the Wayne -
Isb. Figure 3 shows the organizational chart of the Wayne ISD at the time of
the presént study. For core curriculum areas, kﬁokfeﬁge utilization activi=
ties generally occur 'under any of (but are not necessarily limited to) the

_units. under the Deputy éupe:intqndent for Géngral,gducation (see Figure 3).
The most active of these units are f? the General EducationAC9n§nltants
unit, and 2) the Information Services unit. However, the—diff@senqss of the
knpwlgdge utilization activities throughout the 1SD--e.g., utilization in
,spééial»edudgtion occurs. independently, undér the ASsBéiate Supérintendent
for Special Education--making it difficult to arrive at a realistic estimate of
the resources committed ;O"k;owledgénutiii;qtién. The Wayne ISD
itgelf‘maﬁe; no -attempt to divide its budget or Orggnization intp,khdwledge
ﬁtiiizat@on vs. non-knowledge utilization categories. .

'
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~ Table 2
{PUBLIC EDUCATION STUDENTS SERVICED BY WCISD-

Yeor Number of Seudents:
1974.75 529,805
1975.26...__ 516,920.
197677 501,339
1977.78 , T 482,636
1978.79 ) 464,937
1979-80 445,800
$ource: WCISD, Fourth-Fridoy Count

[N

15
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A Figure 3 -
WAYNE COUNTY INTEMMEDIATE SCROOL DISTRICT ORGANIZATION.
BOARD OF EDUCATION
[ 7 '
. \ . -
. SUPZRINTENDENT
: . ¥. 8ismons ] . .
X
. ~ . - — .
| assoc. sorr. | - 4 ADMIN.- ASSISTANT |, -t
D. Manthe. | | ¢ : E. Dambrose .o
SYSTOIATIC STUDIRS] PUBLIC INFOMMATION]| -
L. Jensen: - .o'm.‘n,t
— ) -

assoc. sopr. | | vepuTY SUPT: | 1assoc. suer. |assoc.. svpr.. | 4 -
‘| apmzNsTRATION. _ ‘GENERAL ED. | ‘SPECIAL XD, ‘ST. & PED. PROG. |
‘C. Ebersole ! ) | We miller I J. Greiner | : Re ‘lavis R

3 T
| bis. Mgot I I jq.g;lrld.. . Bxec. Spvar. : ) -
B | Coord.- Sp. B4, Serv. |

Y

Career/occ, ‘spec. u

-
T

& Personnel , T184. ooor.. Serv.- Coor. - L
- - 2 - . - . : K N -
’ ! CH e - ww m 4 ArTes w —- - - - —

11 otr. Prosuction pir. mmf. | 1. sa. rie1a : i
Services 1 .Services -[ | Consultants -

-3 - . = i B *

1oz ‘Data “ , 7 :ﬁp'i':iq. B ' mr.mgyor ‘
T1 Pxocessing 1] Consultants | learaing Cer. -

. |

+ |-8ezrv. Consultants ' Spec.-Proj. I

e e b K

7 Opsrational

<] Programs. . .
‘SOURCE: Wayne C'ourg:y 18D, -1980 o .
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‘LEAs. For inétance,_Project VALUE

e ‘Because of the difficulty in tracing all of the knowledge utiliza-

tion -activities, a more realistic approach for analyzing these activities is

to focus on specific knowledge- utilzzation services within the ISD. Three

“types of lqryices, representing the dominant modes of‘knowledgg

utilization, have,previodsly been identified (see Yin and Gwaltney, 1980):
services involving—workshops,,COnfereﬁJes, and other types of staff‘devel-

oggent; services involving 1nformat10n{retr1eva1 in response to specific

- inquiries; and services involving asszitance -from 1nd1v1duals recruited: to

serve as linking agents. ‘Within theNWQyne 1sD, thesexthrée groups of ser-

vices all exist, and the following examples were selected for more intensive
study: - -

o The Interinstitutional WOrkshop program, which provides
‘gtaff development;

o Project ASK, an ‘information retrieval service that
reSponds té reéquests for educatzon?l information by LEA .
personnel. and . ‘

o Project VALUE, which supports linking agents who assist
. LEAs in considering, adopting, and- 1mp1ement1ng innovative
educatzonal practices.

Each of these services is described in greater detail in Séction II.

4
‘Related Activities in the State . l

T )
Bgsid?§ providing state ajd, the Michigan Department of Educatiofi-

(MDE) also plays a direct role in facilitating an ISD's knowledge utilization

activities. First, the MDE administers the federal ESEA° Title IV-B and IV-C

funds: The MDE develops a-gerieral plan fOY'hsing—tﬁé5e~funds and then reviews

-and approves specific proposals submitted by the. ISDs or theéir constituent

fis1main1y supported- through Title IV-C

fuﬁhs;‘gs another example, LEAs wishing to adopt innovative practices may
ipply for up to $5,000 in IV-C assistance. Second, special federal programs,
such as the Natzonal Diffuszon ‘Network and the State Capaczty Building Pro-

gram, are: also adpznistergd by the MDE. Third, the MDE—pperates a 11brarg

whdSé'maihlpdrbose is to provide /educational infdrmqtipn'té personnel through-

out'the staté:; -Figure 4 shows the full organizational chart for the MDE; as

"each of the Wayne 1SD's three knowledge utilization services is discussed mofé

fully in Section I1I, the relevant organizational units will be referenced.
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The state ‘of H;chigan also has three other regional .systems that
1n part ‘provide knowledge -utilization services. All three systems were
ostlblished~hy state law: and include: the Special Education Districts, the
';Cnroer1t§péationxi1ann;ng Districts (CEPDs), and the Regional Educational .
‘Media Centers (REMCs, pronounced “rem-gees®”). The first two systems gpe- ' ™~ |
cialize on the narrower cu;f;culum‘tqpics indicated by their titles; both
systems involve units dispersed throughéut the 'state, with the CEPDs cor-
responding to the geographic boundaries of the ISDs. The third system
!, ' c;nqiitq,of 22 units ihat,specializé in providing media products .and services
‘ to LEAs: These units were created by Public Act 55 in 1970. The 22 units
’ are supported almost equally by state aid (section 83 of. the State School Aid
Act) and by federal IV-B funds, at an overall level of about $4 million -and
with about 300 staff persons in all of the REMCs combzned (see Hzchigan
Department of Education, Dec. 1976; and Reg;onal Media Centers, no date).
,tqgh unit represents clusters of Isps,aalthough the larger 1ISDs, likQ,WayneL
‘constitute a single REMC. '
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II. INTERORGANIZATIONAL ARRANGEMENTS FOR KNOWLEDGE UTILIZATION

In its most general form, the pertinent interorganizational arrange-
ments related to the Wayne ISp'i~knouladge utilization;activitias_involves four
_ different types of organizations:

© the Wayne County 1SD;
‘ the Michigan Department of Education;

the LEAS and constituent schools: in the Wayne County
‘area; and .

other independent organizations, such as state and .
local ‘universities; whose staffs often provide -con-
sulting or-teaching assistance.

“This general arrangement may be depicted in the following fashion (see Figure S

o

The main goal of the preaent study vas to investigate'how knowledge
utilization OCCurs vithin the context :'of this arrangement, including: observa-
‘tions about the formality of the interorganizational arrangement and the.

" degree of interorganizational collaboration. Because of the diversitg of
knowledge utilization services, however, the general arrangement is not a.
precise enough basi?—for analyzing‘interorganizational linkages. Each

‘ .apecificzaervice na%_involve'apecific .arrangements that: are different from

those of othér services. This can occur for aeveral reasons. First, all four
of the different types of organizations may not - -always be participants. For
example, the atate department of education or several universities may be an-
~intagra1 part of one service.but not another. §econd, the role of each )
.organitation may- bexdafferent, depeniing upon the specific service. For -some
. services, one of thf organizations may provide funding support only; for
other services, ‘the; same organization ‘may be the central focus for managing
or administering the service. Third, the collabcorating unit within each
‘organization may be different, creating arrangements that, in their detailed
organizational articulation, are actually\different'from»gach other. .
“To iully appreciate the interdrganizational linkages, and to analyze
-vhy knowledge utilization netvorka operate as they do, requires a aeparate
. ‘delinaation of the linkagea for each apecific knowledge utilization aervice.

.knculedge utilization. aervicsa that were aelected for intensive atudy.
Section I11 then attempts to account ..r the outcomes of.theae.three services
as well as for the Wayne 1SD's knowledge utilization activities as a whole.
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21

&

).




Figure §

ORGANIZATIONS INVOLVED IN KNOWLEDGE UTILIZATION SERVICES
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Interinstitutional Worksho s ’ .
————-hl R .

The: weyne 18D offers many inservice ana vorkshqp opportunities

for LtA personnel. Por the core curriculum these ectivitiee are usually
".carried out by the Wayne 1ISD's general ‘education eonsuleents, wvho are

‘assigned according to curriculum specialty rather than -geographic area.
Among these - ‘consultants* -activities, one specifie,service is known as the
i 1

Interinstitutional Workshops. '
-werkshop bescrgption. These Workshops were first initiated in the

fall of 1967, to fulfill a need for inservice training for LEA .personnel. ,

. The 1neervice training is providea by professors- from four universities, by
part-timeé eommitnents on the part of 1sD staff, and by externll consultants
as needed. Since 1967, about 1800 persons have enrolled in the. ‘Workshops

(see Table 3).
The Rorkshops have several distinctive features (see Fox end Griffin,

‘

' ~1974). First, each workshop is a 16-week series of classes, ‘Beeting for about
- four hours per week. tnrollees pay ‘their own tuition and. may obtain univer- ’
sity credit for their pertjcipation (Noncredit enrollees need not _pay eny
tuition.)x-Second, the workshops are organized according to teams. .A m;n;mum
of five teachers, either from the sam: ‘district or the same schocl ‘building, -
‘Must agree on a topic and. enroll ‘together; strong preference is 7.iso given to
teams that have involved the relevent building princxpal(s). Third, the topic

‘©f each Workshop is detérmined by the team ‘itself, which is encouraged to
-Choose topics dxrectly related . to its own school problcns Thus, the téams .
first &pply for entry into the RorkshoP progrem, end then the epproériete
telching stlff is identified. 1In this sense, the: 'curriculum“ of the Workshops
48 defined hy the needs of the enrollees, and not by any prior * “catalog” of
courses. In the early years of the workshqps, these topics tended to be on.
core curriculum areas; more. recently, demands have increased for such topics

- as effective education, school climate, ana substence .(alcohol and drug) abuse.

" The ‘Tole ‘of the Wayne ISD in sponsorinq the Horkshqps is both a

teichinq'ind'evcoordinetinq role. 1In its teaching role, the ISp staff serve, -
along vith professors from four universities (Eastern Hachiqen, Wayne
State: University, the University of Michigan, and Michigan State University),
as the teachirg staff for the Workshops. . In its coordinhexgg,:o;e, the 1sD
Banages the whole ‘Workshop program, vhich includes the;fcllouing fpn?tions:

. 15 2_3 ‘
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Tadble 3

IRYNZ COUNTY INTERINSTITUTIONAL WORKSHOP
- !NROLLHENT—-TWESVE—YEAR PERIOD

»

N

Acadenic

Year

Michigan
State

i ‘University |
- °f\ -

Wayne
State

I Eastem

Michigan

No
TOTAL

-University

No. &

‘Michigan
' No. §

1967-68 |

11

. 4.2

72
27.1 |

-

University
No. §

University !

No, &

Credit -
No. §

No. §

7 .
29.1

30S.
39.6

0 265
' .100.0.

i

1968 —
(S riug)

10 :
9.5

s

23
21.9 -

68.S

q1°105 .
99.9

1968-69

S.1

41

. 2908

g 2%
65.4

139
" 100,0

1969-70 |

2.8

R 2 .

12,6 |-

28 .
‘. 71607 i

114
- 68,2

167 :

970-71 -

a8 |

L)

13.3 .

20

19.0 |

66
62.8

n

1971-72 |

7'552’7‘

12

12,8 |

.37

39.4

40

42.5%

972-73

t
‘..8: -

99

85
32.3

973-74

2.4

16

13.0 |

37

© 67
$4.5

74-75. |

19

13.6

58

a.4 ]

60
42.9

140

75-76

2

a

33.6

48
39.4

122
100.0

%6-97 |

1.6 |

10

88

20
© 51.3

64
*100.0

77-78

1.5

2.3 |

22

1506‘, N .
] .35
20,2 |

;5 1 ‘* 6...

3g§15

44
40.4

0 ] -109
1} 10000

-7

e
»»..»' -
-

.47

4.2

RE3
26

27 .

18.9 |
| sn

”9.‘1:? :

Q2 -
25.4

.11 |

68
"‘705
850
7 48.68

0 143
§ . 100.0

1746

0.11 100.0

-

T Kcaouncz " Wayne County IsD, 1980
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/‘ ' ‘ © making all logisticel arrangements, including two

generel,sessions for all Workshop. participants, one
general a@ssion for team leaders, and individual
Workshop meetings for each team; .

i-

© announcing the. Workshop program,’ assisting potential
enrollees in {dentifying pertineit .problenis to be,
fstudiedreand revieving and approving epplicltions,

, © errnnging ‘for the necessary assistance from the :four
universities-and from any ed hoc external consultants;

o _collecting the fees from the enrollees and reimbursing
" the universities to cover their costs. and

© designing follow-up clesses, if specific vorkshops 80 desgire. -

The mjor edministretive,gunction not covered by the Wayne ISD hISutO do

vith the credit and degree certification that enrollees may derive from the

Workshops; these are negotiated directly by—thefindividual'enrqliee and the
appropriate university _@Gepartment. ‘
The. Horkshog's Interorganizationel Arrengemen « The interorgan;-
‘gational arrangement for operating the Workshops contains three types of
‘organizations: The Heyne 1SD, the local universities, .and the: constituent
‘LEAS.. The Hichigan Depart:nent of Education was periphereny involwvad at
one time, when one- of the MDE's staff members helped to teach -someé -of the
Workshops; however, at the present time there 4s no MDE participu..ion in
the Workshops. Overall, the full errengenent, with the collaborating units
iuithin each ‘type of organization also identified, is shown in Figure 6.
» workshog Ouscome + Several different outcones are relevant to
the Workshop program. rirst, overall enrollnent ‘has renained at a steady
devel for about 13 years, vith the program continuelly achieving its general

.goal of enlisting about 100 ‘tujtion-paying participants and about 10-12 ‘teams

per year (see Teble 3). With the exception of the in-kind contributions made

by the wayne ISD in terms of its -statf's teaching and coordination ectivities,

the Workshop program is entirely self-supporting: The fees paid by the
individual enrollees -cover the full amount of university end ndministretive
costs: . .

-Second, ‘the enrollees have consistently reported satisfaction with
the program. This conclusion is based on the examination of enrollees'

17 !
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Pigure 6

ORGANIZATIONS INVOLVED IN WAYNE ISD:STAFF
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responses to an annual Questionnaire (see kppendix A for a tabulation. of
‘ the 1979-1980, questionnaire). Hbrkshop enrollees reported that:

‘0 they had achieved ‘their peraonal goals in attending the-
Horklhops (see Question -4 of the tabulation);- -

o the arrangements for receiving university credit were
satisfactory (see Question 14); and

° pupils and -school opérations, had both benefited from
the: Workshops (see Questions 1 and 3).

¥

" Thira, the ‘Workshops appear-to have resulted in the implementation T

of some classroom improvements (see Question 11 of Appendix A). Thefactual
degree of improved practice, however, has not been traced in detail. An
early assessment found. that 58% of the enrollees had made a change. in practice
‘(Nouka, 1969).. Houever, no attempt has been made in recent years to. re-assess
this outcome. In -part, this is because the Workshops: probably increase
trainirig and knowledgeability among the- teachers in a diffuse manner that
is ‘not" easy to translate into. specific -service changes. For instance, one ' -
Detroit principal, interviewed for the present study, indicated that her
'team s main godls were related to school revitalization. Other than noting
that,the=Workshops'remained'an attractive option—for teachers, ‘there was
ilittle uay—or knowing vhat epecific improvements -had-.occurred. ) . .
In spite of the successful operation of the Workshops for these
many years, some difficulties may arise in the future. ‘As thé LEA.staffs
~qradually becomé older (a phenomenon -accompanying declining enrollments),
fewer are- likely to be interested in obtaining academic credit for graduate,
',degrees. ‘The likely result vill ‘be- a declining interest in ‘the uorkshop
‘program.
‘Project ASK .(Assistance with School inowledge)

) AService Description. Project'hsx is an information retrieval
'lervice, in vhich individual inquiries about educational information are
-answered- hy Wayne ISD. staff. The inquiries may be made through ‘the mail,
'bvai!iting'FhQ:WGch 18D, or by ‘telephone. Most of the .inquiries are. for

topics that a teacher might want to cover inﬁa“classrcom, though inquiries
may also come from administrators and other staff personnel. fThe response
might be a suggested list of readings, an extensive bibliography, xeroxed

copies' of key articlés, sample educational materials, or other written

. .
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information. As a basis for responding, the Project ASK staff: ‘may search ERIC,.
the DIALOG Information Retrieval ‘Service (a commercial venture, organized ‘
,nationally, to give access- to over 100 data bases), ‘or manual files. The
response generally involves a mailed coqmunxcation from the Wayne ISD to the
inquiring party. ’ \

Project ASK, under one“tztle or another, has operated ‘within the
Vayne ISD since 1967. Earlier versions of: the project were funded from’1967‘.
to 1973, and it was not until 1973 that the title "Project ASK" was first
used. The equivalent of aboutﬁs person/years,. including'support'staff, is
used by the project, with one’of the staff members physically located at Wayne
State University to gazn direct access to the unlversxty s resources. In
making a response, the goal of the dlrector is to provide an answer, and not

a referral; moreover, the staff tries to respond as quickly as possible,

e
-

usually w1th1n a matter of -days. }
The 1n1t1al forerunner* to ProJect ASK was. funded under ESEA Title

III. Since 1970, the service:  has been considered part of Wayne County's.

REMC, one of 22 slmllar units located throughout the state. A combination

of Tltle'IVeB funds and I1SD funds is uged to support the REMCs. Each REMd' ?

N

has some capabzlxty for.j‘*

~ B N X

o distributing films, videotapes, and graphic materials;
-0 printing materials- needed by LEAs;

o purchaszng media materxals and equlpment on a centralxzed
basis; and

‘0- providing‘information retrieval services. -
AN

In the Wayne ISD, Project ASK is-'thus only one of -several activities within
‘thé REMC, Moreover, the REMC's opérations are enhanced through the ekiste
ence -of four satellite offices located throughout the Wayne County area.

Interorg;gxzatxonal Arrangement. 1W1th1n the ‘Wayne ISD, Project

ASK is administered under the Diréctor for Information Services, who is also-

considered the head of the REMC. However, the staff of Project ASK deal

dzrectly with individual inquirers, .86 that there is no 1nterorganzzatxonal
»relatzonshlp betweén the ISD and the LEAs w1th regard. to this service. Some

contacts with the Michigan Department of Educatxon occur when discussions

are held over the allocation of the Title IV-B budget or when the Project

' 20- -
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ASK staff consult the library staff in the NDE on specific rqqueq;;.1

Thus, the énly continuous interorganizational link has tbfdo:$ith,ksx'a
1

~

arrangement for space with- iayné ‘State University. The full interorganiza- -
tional lxrangcnent 1: shoun 1n riqure 7. : ’
Outcomec. ‘vor 1978-79, about 1500 inquiries vere -ade, involving

;bqut 2700 questionc (some inquiries can consist of more Zhan one question).
The nn;yrefo§~thcle inguiries, divided into géne:al education and special

education categories, .is shown in Table 4. The Table also: indicates the
types of pefconc who made the inquiries and the manner of their request. ror
the same period of time, Table 5 shows the distribution of these rcquests by
;za.identification. It should be noted here that.a good ‘proportion of the
requests are made by the Wayne 1ISD itgelf: -
~ngmentl qaﬁe by one teacher in the Detroit_pgblic*qéhoolg‘p:ovide

some insight intc the usefulness of Project ASK. This teach;r operates

a reading ladb that has become -a resource center ‘for the entire. school. with
other teacherl asking for materials or information on. various. topics. ‘When

such requests are made qith;n the school, the reading lab teacher may contact
Project ASK; she has found the responses timely and: of high quality in that

ghe-gatetial;{aré'qp-to~datg and relevant to teaching needs. When askequiﬁé
reading teacher noted that similar services are in fact unavaila..e through |
. the Detroit central -of fice, though in prznciple the office is supposed to

lerve cchool adminiltrators and teacherc$ .

Project VALUE (Validated Activities for Learners' Use in Educatjon)

Service Description. The third cervice examined 1n the Wayne 1ISD
was Project VALUE, vhich alsicts -‘schools through a cystem of linkxng agents.

There are two. types of linkers (see ‘Moir, 1979): cx;erngljlinkg:s (vho~gg¢

* staff members. of Project VALUE and employed by the Wayne 1SD) and internal

linkers (who tend to be curriculum directors employed by the constituent LEAs).
,Project VALUE @ncourages a- cchool staff to implement new products and prac- .
ticcs ‘to address its problems:’ rhe project helps a staff to determine its
aocdc. to celect,products latching those needs, and to install the new product
‘or practice.

L e

1‘rhe library staff has been augmented 1n recent years by the use of the State
Capccity luilding Grant -that began in 1976.
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‘REGION-4 I LI 22
REGIONS ~ ° o S (A 17
REGION-6 . ) N1, 27
REGION 7- - . 3 T . 12 ..
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Project VALUE. began in 1976 -and is in its fourth year of a five-year
title IV-C’avard, adninistered by the Michigan Department of Edacation. Four
professional staff members of the 18D work on the project. The services of {
-Project VALUE are Closely coordinated with those of two other programs. the:
Michigan Adoption- Program (MAP), also funded under Title xv-c, -and the National
Diffusion Network (NDR). ‘Thus, Project VALUE has actually encouraged schools )

" to consider new products .and practices from four sources:-

o:-the National ‘Diffusion Nétwork's national product bank

(zducational Proggams ?hat Work ):

©- the Hichigan ‘Adoption Program s statewide -product bank
(Hichigan tducational Programs That Work);’

©. -a locally developed bank of *“promising® practices‘
‘assembled by Project VALUE staff (weyge County Promising

fProggam s): and Tl
o other product banks. developed in conjunction with nearby
,ISDS.

Of these two sources, -only the first two are considered to contain "validated"”
products (see Yin, Gwaltney, and Louis, 1980). If a school warts to adopt
one .of these products, it is eligible for adoption assistance grants, which
rprovide up to $5,000 -and are awvarded. by the MDE under Title IV- However,

if a promising practice 'is the target, the school enters a triui i@plemen-

tation phase rather than ‘an adoption phase, anc ‘funds are. available under

othér categories-of Title Iv-c. L .
Project VALUE" makes its services known through a variety ‘of outreach
efforts, including avareness session ! Jbrochure. nailings, and presentations

at neetings. However, the: nost important ‘contact with the schcol sites,

"both initially ana throughout ‘the period of adopt.on and implementation, is
through the external and internal linking agents. These ‘persons work directly
"% with a school and may help the gchool to)define its problems in.a meaningful
.  way, to identify an array of poteéntially relevant products, and to assist -
in the -adoption and implementation process. In providing this assistance, ‘
the linking agents often help the school staff to prepare the necessary

.

v

-
s

‘Schools ‘can- also receive four other types of Title IV-C awards, related to
_‘the development of new products or programs. .
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iloe\hents in applying 'to'r adoption qranta, including preparation of a "letter
of interest” and of the full proposal. Of these linking agentaa, only th-e
three external linkers on the Project VALUE staff conduct these activities on
a full-time basis; the 56 internal linkers, having full-timé designations as
‘curriculum directors or other m“posinons, £ulfill Project VALUE functions
only on a part-time basia. ’ ) A
‘ Project VALUB Jitself, as a unit located within the Hayne I8D, is
similar to-nine other unitﬁs across. the state, all of which are known as
' kgionai Sui:plenental Centers, 'whose collective role is. to serve as the
statewide NDN facilitator. All of the Centers are funded through Title IV-C
funds administered by the Michigan Department of Education, and all assist
-local schools in participating in the National Diffusion Network program'.
(The NDN program, ‘however, -does not ‘provide funds for adoption 'sites; if an -
NDN- 'pr.oduct‘ or practice is aelected, only the developer of ‘that product or
practice can obtain- 'NDN funds to travel to ‘the local site for training and
demonstration purposes.) '
ProJect VALUF'S Interorganizational Arrangement. Like Project ASK;

Project VALUE is admniatered by the Director of Information Services in the
- B Wayne ISD: 1In- other respects, however, the arrangement differs in“that the
' main linkage at the Michigan Department of Education is with the ‘xperimental
and- Demonstration (;enters Program, which: adminigters the Title IV-C, NDN, and
"MAP p;:'og’ram"s_ for the state. In this regard, it should be rememberefi'that
Project VALUE is- itself a IV<C'project that was approved, along with projeéts
,at' each of the nine other Regional st;iighental ‘Centers, by the MDE. The
main- linkage between Project VALUE and the 'L!:As'occi;ro over the two levels of
je"xt'efrn_al‘ ‘and internal linking a-gents,«and focuses on teams of LEA ataff"
. "rather;th'an on individuals. Finany, the Wayne 1SD will occasionally call
upon an. NIE—supported organization, CEMREL for xesource assistance, but
. there is no formal interorganizational link. The full interorganizational
. ~.. -arrangement is 111ust.rated in ‘Figure 8. .- -
- -s-Outcomes. Project VALUE can be viewed from the perapective of
several outcomes First, the project has assembled a catalog, of 33 local
- products and practices: that are in the"'pro'mi’s’:lng"‘ programs bank (see Wayne
Conntz Promising Proggams, 1979). “The development of this bank required the
staff .to contact local innovators (schools or LEAs) and to determine whether

% -
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Figure 8

ORGANIZATIONS INVOLVED IN WAYNE 1SD
IMPLEMENTATION ASSISTANCE (PROJECT VALUE)
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,nav practices had potential applicability and payoffs for‘otnir schools #*
or districta. Where such programs were found, the staff helped the local "
innovator to document more fully the nature of the new practice and -to answer
linquiriea and receive visitors from other LEAs. Eventually, some of these
—pmomiaing programs ahould alao become part of ‘the NDN and MAP catalogs.
Second, Project VlLUE has also responded to many inquiries and

-ade many contacts with LEAs. The distribution: of these inquiries by curri-
culum area'ia shown in Table 6. In responding to -these requeats, Project '
VALUE is already providing a useful service. The bulk of the ingquiries ,
appears to have covered 'educational alternatives,” .which has been a topic

of great interesgt in,ﬂayne County. Such alternatives include alternative
school prbgrams, in which achoolvcurricula are designed to be more. r;spon-

sive to the needs of students. One such middle achool in the Detroit public .
-school system was visited. as part of the present case study, -and -this-school
‘had a waiting 1ist of applicants that was typically 3-4 times ‘the:.200 speces
that were available. .

i A third type of outcome is perhaps nore critical to Project VALUE's
w:irko~ the number of adoptions made by schools each year. In 1978, 44 NDN
—and -MAP- adoptions occurred in individual .schools or by whole school districts.
Thble 7,listsetheuprggrams ‘that were adopted-and the number - of districts that
-adopted thém. An estimatéd 14,000 Students and 900 teachers and administra- 4
tors were involved in the adoptions. Project VALUE has thus played aisub-
-stantial role in facilitating the diffusion of innovations.

»

Overlapping Activities -

In addition to these three specific knowliedge utilization services,
the Wayne ISD alao‘provides a variety of other:general and.gpecialized con-

: sulting services for LEAs. These other activities were not specifi--ally
exariined as part ofAthe present study.. 'uovever, two points are uorth men=-
tioning regarding the full-range of -the ISD's activities. ) -

\ First, the wWayne ISD conducts large-scale needs assessments on a

. periodic .basis. 1In February 1978, a questionnaire was distrihuted to all
1Ilm—adninistrators and teachers in the county. ‘About 9, 700 responses,were
recéived and tabulated, covering 6% questions: Among the highEst priorities

_:tor -additional inservice treining and technical assistance were the following

- topics- ‘.
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Table 6

<

.

Educational Topic

REQUESTS MADE OF PROJECT VALUE, 1978-79

Number of Requests

»

‘Basic Skills

Career EQucation
Educational ‘Alternatives
Gi?teGJ
Laﬁguggg'nev$iopment

Learning Disabilities-

~ Mainstreaming

Parent Participation. .

Preschool/Early Childhood
Education

Reading/Elementary Grades
Reading/Secondary Grades
Special Education

T e

Other”

“TOTAL

x

Wayne County ISD

» -

29

]
115
121
s
171
186
128 -
123

123

195,
239
215

T 85

* 76

2,957




Mable- 7.

WONAND-NAP FROGRARS AXXIPTED, 1978

N , .
tton-l,uopod . Sunber of Districts®

-

Better ‘Acquisition:-of- Mnl-

. . ' tive Skills Through Outdoor .
. Rogrntaq . 1
L)
] ¢ Sirainghas Crestive Music
- - e Project - . : )
Career -Development . Contered

&rucnxu 3

A Ouuce for Bvery Child : - 9 )

Comprehensive lchool
Mathematics - kogru 4

¢+  Owrriculw for Meeting
Mcm kobl-t = The
v uodcl Ne %

.Bconomics-and the

ot

. -Consumer : : N
Punctional Analysis *
tysu-l Training . - 3
Righ ‘Intensity Tutoring *
- . “Project . . - . 1
learning Experience Module . A
' © FXoject Metric 2 ’
Model to Affect M;f;mq
Isprovement in lésdnco ’ 7
. . Occnpauoul and unor . ,‘ . N
. unxopont . ) 2
Parant Advisory Committee- T,
VALID=-PAC +
h-zcntrqn Teachers st *
Home - . P
< Problea.folving -Instruction . 1
L. . Pxoject Msnagement Basic
- : Principles and Skills L 1
Resding Improvement Progras .. 1
s ' School Volwnteer . )
- nwclomne Rojcct . . %
Talents Unlimited- 1
. nclndu pbuc and prochul school dutrtcuA ;
. SOURCE:. Wayne COunty ISD; 1980 .
LS N ,e




huildinq pupil :olctionshipo:
Classroom dilciplino. .

o
o
o gooding and langucge‘Qtt-:
o problon -olvinés .Ah

o

,porsonolizod/individuol inottuction.

The ro-ult- have ‘been used by the* IS0 to ohapg its - ownfproquns ond set its

own . -priorities, ana a new: cs-esanent is being planned for 1980. Similarly,

the Wayne ISD -urvcycd the LEA luperintondcnts in 1979, Tegarding their needs
‘and priorities. The -Tesults of the survey showed that luperintcndonts felt
thc greatest needs  for staft dcvclopment and’ knowlodge utilization activities,
-only valuing the cdninistrctivc cotvieos provided by the 1SD as a lower prior-
ity.‘ Again, the :csult- have béen incorporated into the Iso's‘pilns;for,foture‘

-activities.
1

-

second. the Wayne 1SD clso maintains records of its overall gield
:contccts with its constituent LEA:. For the _six=month period ending’ on °
January 1, 1980, .about. 8,000 such - ‘contacts were tabulated, covering general
education, ‘special education, and data. -ocossing (general .duc¢tion ‘accounted:
for,gboot 7,500 of thoxcontocts)a About half of these contacts were initiated
by ‘the LEAs;:: for all contacts, about 14V were with personnel: in the Detroit
LEA. fhcse estimates provide somé sense of the overall mignitud:. of the
1SD's activities, although it is obviously difficult -to draw any conclusions

-

togarding outcomes and impacts. from such data.
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| . " III. REASONS WHY THE ﬂRYNB ISD‘S KNOHLBDGE UTILIZATION SBRVIC!S
) ’ ‘ ARE USBD ) .

3

“The ptoceding section has indicated the- vays in which the Wayne
1SD ptovides knowledge utilization services to LEAs. Three different setvices
were exasined in each case:
1) the service continues to be used with gsatisfaction by
LEA personnel (administrators and- teachets): and

- - 2 the se:vice has been operating for several. yea:siot
more ‘(the Workshops -are in their 13th year, Project
ASK is about 12 years old, and Project VALUE is in
its fourth year). .

1

The original purpose for selecting these three different services
b C

staff -development, intotnation retrieval, and the use of linking agents. In
,spite ‘of the differences among the three services, however, several common
‘themes-appear to explain why these services have been used. These are that:
1) "the qétviéQS'atg'tésponsive to local needs, 2) the‘s::vicgs'appéat to be
ctedib}e.—3) the setvices'q;g'based on strong interpersonal gieé. and 4) éheA
services result in benefits to both the LEAs and the ISD as a whole, Less' -
important as themes: are thcee other -candidates that were also considered at
-the outset of the stuvdy: S)-the,segvicgsfag;xa result of formal, intes@Pyani--
zational -agreements, 6) the s,ét‘viqeys'ateﬂus“e‘d;begggs.e of the need tdy t

vithréxtétngi»tgquitengntiQ,ind37)'the services iﬂvolve‘the’tQGUction of

-conflict among the participating. organizations.. The following subsections’
‘discuss each of these themes and cite examples, where felevant, to substantiate
-each one. . -

1.. The Services are Responsive to-User Needs

The fiist theme may be considered a "responsiveness® theme.
Alonqrtheleklinei. the major mission of :the Wayne ISD is to serve LEA needs;
the ISD 'has no other competing mission; such as- granting acadenic degtees.
providing formal training and accteditation, or developing new ReD. The goal:
of serving LEAs is embedded in the original ISD legislation and is held as.
first priority among the ISD staff. ‘ “

In an. attempt to attain this objective; the knowiedge utjili-
zation services of the Wayne 1SD are designed tg,be user-responsive. Thus,\

" the following éxanpie? are pertinent:

was to cover three different types of knowledge utilization sétvices,'including‘
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© The ISD as a whole is cont1nually surveying LEA- per-
sonnel, whether in large-scale needs assessments or in
special surveys of LEA superrntendents' ’

....0 The Interinstitutional Workshops do not have a ff&ed
B curriculum, but develop ‘new curricula -éach year,

. depending. upon the educational problems‘that -en-

. . rollees have identlfled' . -

I

‘0 ‘Project ASK, by definition, only operates when it deais with
1ssues and .problems raised by individual inqu1rers--1 €.y
users, and

-y

.

v, 0 ProJect VALUE has continually st1mulated schools to con~-
81der new pract1ces, and has ‘expanded the product bank

so that the: w;dest choice of altetnatives will be avail-
able. - - ' ‘
Notably,. the nature of the Servlces is not dictated by other extraneous
concerns, such as the need to disseminate spécific products. or the need to
show improvements in-certain curriculum areas. 1Instead, the Wayne IéD
attempts- to concentrate 1ts efforts on those topics deemed to. ‘be important by
‘the LEAs' as thesé topics shift, so presumably do the 1SD's prror1t1es.1
Although ‘this type of user responsivéness appears to be the
mosSt prominent theme in understanding why therﬁayne ISD's services are ﬁsed,
the actual degree ofaresponsiveness‘is‘nevertheless difficult to measure.
For examnle, because the iISD's service area and population are so large,
relative to the ISD's resources, ‘'services are d1rected at those LEAs most
ie‘ frequently reqhestlng ass1stance {and not neécessarily those LEAs w1th the
( .greatest educatronal,problems). To th1s eéxtent, responsiveness to- actual
user needsé-as,opposed to userlrequests~—mlght notvbe considered high. As a
second example, ‘most of the LEAs; because of declrnrng enrollments and.
N budgets, -have few alternatrves for obta1n1nq the serv1ces prov1ded by the

«Wayne,ISQ. The' deqree -of responsrveness of ‘the ISD's services mrght agarn be

e
. -

viéwed differently if thé constituent LEAs had such alternatrves,and;could *shop

'71; —— . :
An: excellent example of this shiftrng is reflected in -the Wayne ISD's newest
programs which are. armed at ass1st1ng ‘LEA admrnrstrators and- school board
.nembers. These personnel were found to have had unmet 1n£ormat1onal needs

. -

v
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‘around” to: serve their needs.
services remain as responsive as possible.

Such conditions night ‘assure that -the ISD'

the\same

‘Despite these -easurement difficulties, the surface reaction remains
The Hayne ISD'a knowledge utilization services are used because

they -are - designed to meet users' priorities.

One summary example of this

e

-

-e\gggld ‘more profitably be held in the enrollees own -school building (Fox and

. attempted to improve itself (Goldberg, 1979).

responsivenels is in the evolution of the Horkshopsn Originally, the enrol-
lees travelled to the univergity campuses or other common facilities for the

After a few years, it became apparent thatﬂthese_aesSions '

‘Workshop meetings.

Gri\fin7~4974). First, aggregate travel time vas reduced because -only the -

Second, the
school building provided -a~more realistic environment for understanding the -

Horkshop teacher, and not all of the enrollees, had to travel.
enrollees' previously identified problems. This change in location -of the
Workshop meetings, though seemifgly a mind xadministrative adjustment, thus
enhanced. their reCeptivity.among,potential—users.“\\cher adjustments have
glso»heenamade*throngh thé years, as thé Wor

- prograii~has -continually

2.

The Services are Credible

e,

\\\::i:i

Aiservice can be responsive to user needs but still fa.! to p:ov;;;\\\\\
_This can happen, for instance, if\:n\;:n is dominated
by- educational problems for which. few innovative ‘practices or ful sugges-~

tions can-be amassed.

a high-quality product.

i

The-Wayne ISD's lervices have. .everal characteristics that ‘tend to

compensate ‘for, .but not offset entirely, this problen.

The services are:

o

P

P

o- proVided at the time theéy- a5e needed, vith as. little
.delay as possible;- »

usually based .on the: best available and uprto~date
information, 80 that the assistance reflects. the most
;advanced state of the art; -and

"X'

“

¥

-

11nterestingly, the universities, state department, and LEAs themselves
of fer few competing. -services.

2‘rhere is one exception to this observation: Some. inner-city school teams "

‘may have expressed reservations about having- the Workshops in their Sschool
huildings because of potential crime problems during off-school hours.

[
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* 18D staff--many of whom have: vorked within -0

. tenure in the knowledge»utilization positions within ‘the

+ OV

Paa—

° conmunicated 4n a ‘competent and attractive (but not
N slick) manner. .

Thus, few LEA personnel‘uould expect dramatic’ educational ilprovements ‘as
é}la result of knowledge utilization activities.

thsse services to have a ‘surface credibility--i

rovided with care and timeliness and for the materials to be recent‘ana

- attractive to- current student populations. The 1SD*
satisfy these conditions well, In the case of one user of Project ASK, for
instance, the teacher vas well avare that educational ~.problems..had--been-
shiftingAgapidlyuand"that’iﬁnv topics were not. likely to. be Covered inten-
T sively gy—the traditional educational resources. Yet, staff from Project
ASK have been consistently able to provide ‘useful
Purposes, vithoutathextypical embarrassment(creite

Hhat they do expect is_ for
*¢., for the services to be-

8 -services appear to

‘Along. ‘these game lines,; the credibilit}‘of the Wayne Isp's serv-

activity that ig not considereq knowledge
utilization in the narrow sense. This is. the pPrinting, .

graphics service provided by the~ISD-

reproduction, and
Most schools ‘have great- difficulty

yne ISD ‘Provides. guch services- in a
responsive manner; Because the materials meét local needs

in ‘producing such materials, and the wa

‘fessional appearance, LEA personnel may be more likel

Yy to respond favorably
.to the 1SD's knowledge utilization servzces -as well,

3. The serVices Are Based on Strong Interpersonal Ties

Hany of the- ISD's ‘services are. more readily accepted because the

ne of the constituent ‘LEAs--are
‘given. credit for un erstanding local needs. uoreover‘ the

ISD is quite high..
'In sost cases, key supervisors or consultants have been in their jobs for
. ve years :and- have therefore been able»to prov1de a continuity of
service. . ) - - : 'ﬁ\\‘rxm\*\‘
) 1 The complete tracing of important interpersonal ties vould require
effort ‘beycnd the . -8cope of the present ease study. Hovever, the fol-owing

1 -
'situations may be cited just within the Isp:

-

a -

Citations such as these could also be made at the state level, where
HDE staff -have previously served dn 1SDs and ‘LEAS.

T 3 T
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‘0 The ISD superintendent, in his position since 1974,

previously worked as—the deputy superintendent of the
<. Detroit LEA;

o Th e Pirector of Information Services in the ISD, in his
posxtxon“since 1973, previously served for -about seven
years as curriculum director in the Detroit LEA; . -

-

o A general education ‘consultant’ in the ISD has alternated -
. assignments. over the last several years, serving on -
loan for special staff.assignments in the Detroit LEA;

0 Another ‘senior 1ISD staff person served for many years on
‘the teachxng staff and school board of a' suburban LEA;

- - o Other key 1SD staff have served as admxnxsttators or

’ teachers in the constxtuent LEAs, usually for long
periods that working acquaxntances were developed

- and .carried over to the ISD position. ) .

In general, there has been a steady flow of personnel -from the LEAS to the ISD.

over the ‘years. This pattern may be attributable to favorable salary condx-

_tions;and the fact that, from a career development .standpoint, mobility from

an L?A'to the I5D may be considered a- step 'up"tor somevstaff. (Interestingly,-
:the-§alary¢conditions,have changéd~over the past years because of aggressive .
increases in LEA sala:ieéz the ISD ls‘now experiencing difficulty in attracting | *
ﬂg&:pérsonnel and may have to rely -on recruiting ne; staff from outside the
ﬁayne County LEA gtoup.) The strength of the interpegéonal ties is reflected
in the degree to which individuéls in the LEAS were able to oite specific

. persons -known. among the ISD staff. Often, one critical acquaintance was -
-sufficient to develop a sense of confidence in the ISD's work and érlinkage, 7
to the appropgiate,ISD;S:ServiceS.
~ ‘The intevpersonal ties have also been strengthened'by formal and ' L
informal meetings among the différent ﬁersonnela For instance; many of the

currxculum specxalxsts, 1n the 1SD and the LEAs, belong to the Association of
Supervision and Curriculum Development or its -state counterpart, the Michigan

< A§soc1at1on for Supervxsxon,and qurxcglum Development, ‘Other freguently
mentioned organizations:were the Michigan Reading Association and the Michigan
- Intermediate Media Association, chartered to provide direct educational

‘services on behalf of thé state and the LEAS.
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'other through cuéh occasions as lonthly neetings of local curriculum direc-

-education administrators--regardless of their specific ISD assignments..

lationships.
‘internal linkers within Projéct VALUE, participated in the deSign"and original

‘have changed significantly over the past five years, with rising budgets and

interpersonal ties has been important in allowing the—rerevant parties to
‘adjust to this change and to take full advantage of the expanded services.

‘the whole population to be sexved.

‘ways, however, in which &he'other participants-*ﬁhether the Wayne ISD, the

- Wayne ISD and the member LEAs.

N ~

» -

Less formally, key officials appear to, communicate with each

tors or related ISD-LEA activities, which may involve the CETA program or the
Teacher Centers program (which has led to the creation of Staff Development
Centers, in the Jayne County area). Finally. many of ‘the 1ISD staff attend the
county-=wide neetings related to their previous LEA role--e.g., curriculum

directors, highuschool principals, eélementary school principals, and special

These interpersonal ties have facilitated other ISD-LEA re-
For instance; at least .a couple of LEA persons, later to become

proposal for Project VALUE. As a second example, the Wayne IsD's serv;ces

a broader array-of services available to the LEAs.. The- duration-of -the

.Thé interpersonal ties do'raise one potential problem: ISD

sérvices may be more likely to be targeted toward those/schools'a;deEas
where,previous gssociotiops'hgve existed, at the expegsesof,Serving all ~ -
schools and LEAs on an -equal basis: This seems to be only a natural outcome ‘
of the current -situation, where ISD resources are. again ipadequéte Lo gover

. Under such conditions, Belectiiity may be
inevitable, and past interpersohal ties are a natural influence in-determining
which schools are likely to make requests for assistance in the first place

4. The Services Involve ﬁutual Exchanges

The preceding themes have pointed to some of the benefits

derived. by LEAs in using;kpowledge utilization gervices. There are certain

:HDE, or outside organizations--also gain from the collaborative activity.
' "Such mutual exchanges are thus a fourth theme in explaining why the services ’ .

‘have been -used. ‘ )

‘The most importgot exchange relationship has to do with the
The Wayne ISD, like most of the other ISDs

Y

in tpe—étate4 provides assistance “in genéral curricultﬁ areas and in-
» r
= o

0
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-special education, as vell as admlnistrative services, such as computation, )

printing, and reproduction. lhe ISD is a logical provider of these direct

services because of the economies of scale that can be achieved: Most of

“the individual LEAs do not have sufficient need for these services to. warrant

independent action: the LEAs there‘ore beriefit by having the services pro-

‘vided on a regicnal basis (xloster, 1978). )
Horeover, the LEAs also derive a diréct financial benefit from their

-

collahoration with the Wayne ISD. This is because special levies are used to
.support - the direct educational services, and these levies are only available
to-the 1ISD. The ISD, in turn, administers many of its services ‘through an
LEA (which thus serves the entire region). For instance, nany special educa-
tion services are operated by LEAS on behalf of the ISD, accounting for the
i drop in tniscenrollment for the 1SD, shown(in Table 2. In- this manner, 75 to
85 percent--of the:value of the levy in special education has also oeen turned
‘over ‘to the constituent LEAs. The LEAs receive an. additional\bonus‘because
‘é: this arrangenent:' Because the'direct,cducationsl services areenowiunder
v ,QEA*supérvision, the portions of the state aid formaila (set according to
‘pupils per district) also increases.ﬁ N
‘ The ISD also benefits from this arrangement, These .direct educa- >
‘tional services. help the ISD to establish a core‘irogram of activities; with
state legislation -ensuring that the ISD receives budgetary suppert. The: ISD
. is ‘able to enhance these activities with the types-of knowledge utilization ]
‘programs that ‘have been described in the current study. Most of these
‘ programs, as has been indicated,. draw- their financial support -from other
‘... state or federal sources, and are therefore~provided—without charge to the
ﬁﬁienber'LEAs. In short,*thé followingAexchanges'appear to bevopératingé
o the state department of education uses the Wayne 1ISD to ©

provide direct educational services of priority to. the
state; in return, state aid is used to support.the 1SD;

o -the wayne ISD provides direct services, in return, the
Co ISD is given the core ‘support that allows them to
Lt -4include .other knowledge utilization activities and
) to establish .a more solid organizaticnal base; and

o the lEAs receive the -direct services ‘a8 well as the -
knowledge. utilization -services. The LEAS also receive
. direct financial benefits because some of them admin- ' ’
" ister the direct services on. behalf of the 1IsD.
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Variaﬁions‘in'these'types of exchange relationships can also be
found with regard to- the specific knowledge utilization services provided
by the Wayne ISD. .One exchange system -operates specifically with regard to
.the Uorkshops. Enrollees (LEA personnel) gain university credit--and thereby.
increase their eligibility for promotions--and also gain, an opportunity to

. work as ‘teams- on a school-related problem that may ease ‘the burden of their

Jobs. The unjversities gain increases in formal enrollment by off-campus
students, have an Opportunity to work on current educational problems, and
have their costs covered. by the enrollees' fees. The ISD gains high visibility
in coordinating a program that brings external expertise to bear on. school
problems. Ultimately, this visibility can. enhance the ISD's other activzties,_
. because of increased receptivity by LEA personnel.
alternative way of .examining this‘exchange system is to imagine

direct relationship betueen the enrollees and the universxties, vithout ISD
participation. In such a hypothetical case, the administrative burden of
natching teams of enrollees with appropriate university resources -would be
difficult to conduct. Horeover, ‘the universities would have to collaborate .
directly in developing a standard fee schedule (which was only imylemented. as
a result of the 1sD's efforts) and in collecting the fees. ‘Finally, the 1sD
staff would not be available to provide teaching assistance, uhirh,gives‘the
whole program an addegd: degree of flexibility. : ) '

A second exchange system operates specifically ‘with regard to “

‘Project VALUE. Participating schools are able to try new practices ‘and,

often with the ISD's -assistance, -obtain. external support (Title IV-C adoption-
grants) for these efforts. B .use ‘the adoption grants are- nade,on a first-

“come-, first-served ‘basis, there i3 no quota on the number of schools that can

spply from a single area such as Hayne County.. Thus, the 1ISD ‘gains increased

irecognition for Project VALUE as the number of adoptions increases. 51milarly,

thé MDE (the formal administrator of Title IV-C and NDN) gains credit among
"4ts federal. government sponsors for facilitating educational innovation.

5. The sorvices are a Result of Formal Interorganizational aQreements

This: fifth theme. (as well as the two remaining themes) was not

’considered important in explaining why the Wayne 1SD's services are used.

This is because field inquiries yieélded few examples of formal—agreenents.

¢




The only géneral agreement ic anbodied in the original.and sub-

*© ‘sequent .state legislation giving the 1sDs their functions, including the
authorization and. allocations for the 22 Regional Educational Media Centers.
_!ornal agreanents specifically affecting the. three knowledge utilization
aervices are notable by their absence: The Workshop program has none,
~’rojecteasx only has one in relation to a minor matter (extra space in a
local university), and Project v&LUE only has its overall agreement as a

" Title IV-C awardee. )
In fact, the Horkshop prOgram--involving ‘the ISD, several -univer-
7;iaities, and LEAs--appears to be based on. entirely nonformalized ‘arrangements.
There is--no written agreement that codifies the university services to be
provided or that even identifies the collaborative responsibilities of the
various academic departments. The workshop program has .continued over the
years even though come university personnel have changed and HDE participa-
*tion has ceased. s:.milarly, there is no written agreement, other- than those
,previously meritioned in relation: to federal funds, with specific applicabi-
lity to Project VALUE or Project ASK. The ISD does not -appear to- be committed
to-a certain 1evel or type of service, ‘nor are LEAs committed to-using any
particular gervice. Whether interorganizational collaboration - would ‘be
ctrengthened further if such formal agreements existed is not knu:m. The
,cimple observation at this juncture is that the services are used on a con-

-

tinuing basis in the absence of such agreements.
/’“w
6.. The Services Are a Result of Compliance Conditions

Another theme that was not'found involved the ‘effects of ‘compliance
to external conditionsJ-e.g., minimum competency testing, desegregation, or

7 .
‘other federal regv/,ements.—~ln;come cases,ubut not the present. one,‘iuch )
—conditfons nay lead to knowledge utilization services being used as part of a

,technical assistance effort; even ‘though, there may not have been any specific
-andate for such aervices. In Hichigan, no compliance conditions appeared

‘Televant as an exglanatory factor.,

7. The Services Reduce Conflict Among the Participating Organizations

A final theme suggested by previous research is that collaboration

occurs because bureaucratic and political conflicts among ‘the participating
-organizations can be rediced. In the case of the 1ISD- networks being ctudied, .

4

4

few guch conflicts seemed relevant.




‘REFERENCES

-

,nlvie, Narold 8., :ducational Service Centers in the vU. s.A., Connecticut
State Department of tducation, uartford, Connecticut, October 1976.

1!bx, ‘Robert S., and Don A. Griffin, ®A New Model for In-Service,' !ducational,
Leaderahig, Narch 1974, pp. 545-547. '

. ‘Goldberg, . Albert L.,"The Interinstitutional Model for Professional Growth:
. A Twelve Year Perspective,® paper prepared for Wayne County 1sD,
Wayne, H;chigan, Harch 1979

’

Kloster, Alexander J., Stud of Intermediate School District Functions .and

Organizational -Structure, r Treport prepared for- the Michigan Assocza-'

-tion of Intermediate School Adm;niatrators, Lansxng, H;chigan, June . .
'978» N '1 ; .

Levis, Raé M., Potential workin Relationshi s Between ESA's and The R&D
txchange, ﬂayne, H;chigan, 1979. - o S . i

' .'Hachigan Department of . ‘FZducation, Policies and Criteria for Regional
Educatxonal Media Centers, Lansing, Michigan, December 197¢.

O - + The Regional Educational Hedia Centers of
Michigan,ihansing, H;chigan, no date. ’

Hoir, Olga, 'Internal and External Linkers,~ paper preserited: at the ‘annual .
neeting ‘of the American Educatzonal Research ‘Associatic , San g

rranciaco, Califbrnia, April 1979. !

~

ANcuka, ‘David "Follou-Up Study on -the Effects of Innovation WOrkshops, report
prepared for Wayne COunty 1ISD; Wayne, Michigan, April 1969,

» Teport submitted to the Michigan

Pro ect‘VALUE‘4Descri’tive Report 1978-1979
R Department of.Education, no’ date.

‘Report of Blué Ribbon Task Force on-
- H;chigan, January 1977.

Stephens, Robert, Regional Educational Services Agencies, !ducational Research.

- N ]
intermedfateréchéol Districts, Lansing,

- Bervice, Arlington,AVLrginia, 1975.

- rhonaa, J. Alan, -8chool FPinance and Educational O rtunit ‘in_Michigan,
Hichigan Department of Education, Lansing, Hzchigan, 19¢68.

-~ -

Iayne cOunty ISD,’ Wazge COuntz Promising Proggams, Hayne, Hichigan, 1979.

Yin, Robert X., Margaret Gwaltney, and Xaren Louis, 'The ‘Use of RED Products
’ ' 4n the RDU Program,” Abt Associates, Cambridge, Hassachusetts,

rebruary 1980. -~ .

S

!1n, aohert Ke," and Margaret Gwaltney, 'xnculedge Utilization Networks in .
‘Education: Study. Decign, ‘Abt Aasociatet, Cambridge, Massachusetts,
January 1980. ‘ .

.

. 4 - .
> ~

‘[:R\f: f‘ - . ' o ai 4;9; L ‘;7i"

IText Providad by ERIC.




TN DRIEATE I

~ > "

Wayne County Intermediate School District

.Assoclate SUperintendent
fState and; Ftdnral Programs

Br;nwiliienmsinnoni

‘Superintendent AN B

Drs. William Miller
Deputy Superinteﬁaent

Dr. George Grimes.

- )
Mr. Pied Acer‘ri

Director, Project ASK
Professional Resources Center

Hs."olga Moir

—Dxrector, Project VALUE . ¥

Professional Resources Center

Mr. Don Griff;n
Director, Interinstitutional Workshop .

~

fbrajsa@nel"ﬂaﬁgione
'GeherelZEdUcation'Services‘

Mr. David Frankel

" Linker, Project VALUE !

Dr. Rae Levis

“

‘n‘o Knthryn Hathey t T .

Special !ducation

Ms. Karen Rpth

. Gerieral -Zducation. Services

'Ms. Donha Sewiey
- Special, Education

Dr. Karen Urbschat

. Linker, Project VALUE .

Ms. ‘Viola Walker

‘Linker, Project VALUE

»

Director, Professional Resources Center

‘PERSONS INTERVIEWED FOR CASE STUDY

50

e




Michigin Department of Education .

- Coordinator for Dissémination - ’

- Dr. Philip Hawkins
Diroctor, Office of Planning .

‘Dr. Richel. Moreno
Program- Coordinator.

Ms. Edith Jamsen
Information 9peciil ist

;Hso Patricia SIOC“m
'School Library Media Consultant

ey,

* Detroit Public Schools

Ms. Helen Hart : .
“ pirector, staff Development
and Teacher 'rraining
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'Imtitut!oml 'orkshop for Inprovmg
. School oqrm

,1979-{:9’33; _

School

: - | " ' ‘District . .

mrv:bw.  QUESTIONNAIRE

unm:sny vit.h v&ueh you ae | MSU . 7

| o MSU- 28 Nome -1
earolled for- this vomhop. " el OF M- £ EMi. 23 n

, None =~ .5
Dnive:sity vith wvhich you are Tegularly HSU 7 . WSy~ 20 -Oakland -2
ca:oned fo:v. graduate dagree. il of n.a —E¥]- 19 {2 _recn -

an 10 .
- —Do ¥oUu plan en transferring e:cd.;t ) . - '
. froz the workshep? . Tes () % () No-response
: Q7 21 o 8"“
~ ‘Mhatis the highest degree R  Asstciates -1
Jou have tcccivcd? _BA - 44 Masters - 18 Doctorsx.-r 1_Ne response - 2
Are you eu::eauy working T 44 20 g 2
tovard a defree? ' Yes () . % () § response
reifi - 5 Specialist - - 1
2¢ g0, 'h“ ““"? C: t cation 1 Spec'i‘n:sg 1 _ ‘Towards 718 boursl ZC“n,ce y
Do-you pha to apply. ctcd.it from the ) ' 7
nterinsﬁtuuoon llo:kshop towvard sz B
8 GegTee? | | N { No response-
MU . 5 HSU = 19 -Oakland
If se, vith \'Mch minnity ec{ded 1
. 1. %o uBat Segres do you feel your voznhop efforts arc benéficial to
pupus tn your classes? ) .,
_lone L AZdetle ___gore : A lot

Lo Peresay
,1 ]1 ' 1'19- '33 o 12;,;1

Comment ‘or explain your rating:




vy T

. F \ " |3 ) ,5,1‘2

‘2 %o what degree - you feel your vorkshop efforts are beneficial to

nlf-i.nptoveunt?

None . A Little . some

A Lot

Extrenely

F o '4~ o ,21

- Comment or explain your ‘rating:

hY
.

o' ‘8chool. aistrict %cnun?

-léne.\ A Little . . Some

vhct -Gegree do you teel your vorkshop efforts

Ib 3

N\

-~
.

1

are beneficial to. school |

Adbt

c::ment or. explain you: rating:

.,
- o

Extremelv

2i .

|3 - "4 ' ,21

‘Comment -or explain your rating:

|‘26‘*

‘S, lou would you rate the quality of coord;nator or consultant us:.stmts’

PT what extent iuiye your personal goals for the ‘workshop been achievea?
Kone . Alittie .. Sore A Lot Corbletely
13f

47

“9”

7 ‘ Poor - , ' sgtisfactozy sxcellent
e T T . l 21 38"
" ‘Comment. or explain your rating:




Ccoment or explain .yox;r rating:

9. “Bow well do you feel
‘the teax? :

. rly

|

your teas leader (not team coordinater) served

~ .

‘No response 1
]

Megu‘aie ly > " Excellent

I

q

e 96

45

y‘ /
6. Now affective do yOu' fael the general sessions have been in providing .
‘belp on issues that cut across all tean problems? . ’
_Fot Bffective l Sqme';h‘at‘ __Quite Very E'f‘fectiv'e
| Fx ]’39. L 5,13 o 3-' :
" Compent ‘o:cxphin “yoxfr rating: ‘ . - )
7. Bow effective do you feel the general sessions have been in providing
opportunities for your team to get togetlier with teams working on a . -
‘sizilar problem?- . ’ : o
_Not Effective ‘Somewhat . QGuite - Veiy Effective ‘
Conment or explain your- rating: : ¥
8. Bow do you now rate the problem selected by your teax?
. Inappropriate Appropriate — ‘ Tdeal
11 331 ' 29 } /
: T L i




L-\!

dn your workshop efforts? .
. _Wome oL .Meq}:ate , - Total .
,‘;I-r o T -. JI
- Comment or explain your gqt'ing: ) ] Lo : .
. - ¢ £
'11! To':yh;t -degree have you ixplemented your goals for the workshop in .
_ your -s¢hool? ) ‘ ) . .-
L Nene . - ALittle Some. Aot T Comletely |
.l{?' »,3 'i7 T 'zz . . 12,.
2. .Tc what extent do you feel you know what your next steps should be' for
implementing your workshop effcrts? ' y

E 10. Sow. much. support have }o”f: rsceived: .‘.:'qg your central adm‘.n.{stxat;m

Bave Quit: - General Qui te
Trying Uncertain Direction Certain Positive

,*1 '4A '14 | |‘27 : 2,0," ‘ .

‘ Comment or explain your rating:

€

.. 13. The ‘workshop runs for sixteen weeks of formal rsgssidas. Bow do you
feel about when it should start and ~nd during the school year?

Earlier ' Later As is
l9 | | | | ‘|4 | o | szl
‘Cozments: x ' .
49 =
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1s.

. Please fdenti

‘pu-“ticlplnt.s earn four samester or

<

six term hours credit
minutes for dinner.

Comment or explain your rating:

Comen ne t.i,:‘

fy features or aspects of the
feel contributed to your success in achieving your goals.

vorkshop: (if an

N

y)- that you
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i !hie case atudy describes the interorganizational arrangement
' involving the, lducational Improvement Canter-South (EIC-South) and describes ’

- ‘the knowledge utilization activities- that are being. undertaken by the EIC. J
The case study. ‘is based on information received through interviews with staff -
,of :IC-South and with othsra involved in the arrangement, specifically indi-
‘widuals within’ the ‘New- Jeraey Department of Education, the county- offices of
the ﬁepartnent of !ducation, and local achool districts. Information has
alsc been ‘drawn from .documents obtained ‘during the course of the fieldwork.'
The information was collected throughout 1979—1980. ‘

: - !he case study is organized ‘into three sections. Section I gives °
the: general background for the interorganiza*ional ‘arrangement. Section II
then describes the operation and the outcomes of three types of knowledge
utilization ‘gservices that are being ‘provided. by the- EIC-South, and Secticn .

t,?‘ 111 analyzes the reasons for thie success of these services.

he :ducational Improvement_Center-SGEEh

Y —

<\‘ The EIC-§outh is an- independent governmental unit that provides
. ",,,-ef""""
: i;%»:&as t0 144 public school: districtg locatedﬁwithin a six-county region in

-southern New Jersey. The EIC is one-of four educational inprovement centers
in the state. Although each of the centers provides similar types of services,
the EIC-South stands out from the others By being the oldest of the four. As
‘such, the EIC became the model for the organization of the state's system of
iregional education agencies.1

e . BRIC-South began operating in 1958 under an ESEA Title III grant
y of~$§5,000. With a ataff of only two in the'firgt year--a director and a
‘secretary--the EIC mainly provided assistance to districts in writing propo-
sals for state and federal funds. - This involved consultant assistance, as
- velilds'obtaining relevant qaterials.. Within onhe year, the center grew to

X3

o,

1here is. coneiderable variation in the names used for these agencies
(e.g., intermediate service agencies, educational service agencies,
and regional education service agenciesg). We have selected the term
. “REA" as thé most appropriate parallel to the prevai‘ing use of "SEA"
; and- 'LEA', ‘which refer to state and local education agencies, respectively.

7
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an organiiation employing fiVe—profeSSionals;and three support staff and [
‘having an—operating“hudget of $225,000. The functions of the center also
broadened; In the second year, the EIC was provzdzng some consultant services
and was exPandzng its 1nformat1on retrzeval service,

Currently, th~ center zs operatzng with a staff of over 90 - .
and'with a budget of $3 million. (Table 1 shows the funding sources for 1979
and 1980 ) Only knowledge utilization serv1ces are offered by the center; no
dzrect (administrative or instructional) services are provzded. The knowledge
utilization services include consulting assistance, workshops and inservice
‘training sessions, media and production services, and an information retrieval
service. They also, 1nclude several special projects, 1nclud1ng one on
nutrition education, an institute for polztzcal and’ legal education, and a

giftéd and talented perect%

EIC-South as One o€ rour State-Mandated Centers -

<

Although ‘the EIC-South has existed as a regional servicé agency.
since j§§87 it has only recently been formally reoognzzed,by the state. In
1977, the New Jersey legislature passed a law establishing a network of four
educational improvement eenters. Besides the EIC-South, the .EICs in tHe
state -are:

o The EIC-Northwest, located,in‘Morris Plains. This center

was established to serve 158 school districts in six .
counties in the northwestern part of the state.

o The EIC-Central, in Hightstown. The EIC was created to
provide services to 149 schodl dzstrzcts in five central
New Jersey counties.

o The EIp-Northeast, in West Orange. The EIC was founded
to serve school districts in four counties.
TheésSe -cénters were to operate as regional offices of the New Jersey Depart-
ment of Education. One year later, however, the 1975 law was repealed and
another'law was enacted, which set up the four centérs as independent units
(New Jerséy, 1978). Under this legislation, which is the legislation under
which the EICs are currently operating,_the.EICs were established as interme-
diate school districts (analagous to LEAs, but at the intermediate level) and

thus became able to apply for and reeeive-federal funds.1

[ .-

1 . .
Previously, federal funds could come to the educational improvement centers
only through a local school district. Thus, the Title III grant under which
‘the EIC-South first operated was applied for by a school district (an LEA) )
in southern New Jerséy and was then used by.the district to set up the regional
-center now known as EIC-South.

’
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' L. o Table 1 - .
- ' “a * -
AMOUNT AND SOURCE OF OPERATING FUNDS. FOR EIC=SOUTH
" (FY. 1979 and ‘FY 1980)
< A
) FY 1979 -~ - FY 1980
: - . . N . 5 ”. \'. .
FUNDING SOURCE _._.No: of Staff TotalFunds .. No. of Staff Total Funds
- - -- - - - -k - - Y - - i - =
Appropriated State Funds- 22.5. $ 605,378 18.5 $ 605,360
Other State Funds =~ 5.5. - 251,738 1.5 434,636
Pederal Funds 55.0 ‘2,044,076 . 64.0 1,968,783
3 . " ’
 TOTAL 83.0 - $2,901,192 - . 94.0 $3,008,779
4!
) Source: EIC, 1980a _
8.2 .
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In .dditipn,to ostgbli;hing the EICs ac'indépendent units, -the new -

;bgisl!tion included three other major provisions.. Pirst, the legislation

g.qdiggd each EIC to have an independent governing board;

composed- of xgp}en :
sentatives of the client groups to be

served by the centers (i.e., teachers,
‘administrators, school board méembers, parents, and,students).~'ihelgn:eﬁt of "
“ the requirement was not only to make the EICs independent, but also to assure

~ that the foremost concern of the centers-would be to serve local school

districts. A statement to the Assembly Education Committee {1978) said:

[

i -

+ « This legislation was drafted to ensure jéﬁaration
" ..betwéen- the EICs and the [State) Department [of Education). -
The new governance structure was designed to ensure that

. the 'EICs will be reésponsive. to. the needs of local districts
. ind:tqdching'staff'lembéfs. & :
I~ . ; .

Second, the legislation-gave the EICs fiscal authority. With the new legisla- .

tion, the EICs were thus .able to receive their own funds directly. {(P;eviously,

each EIC had to depend upon a 1péal'séhool dis;riét to serve as

an intermediary
in the allocation of state and federal ‘dollars.) ‘

th;rd,'oniy‘gnguledge utilizatvion services were to be provided by

the EICs. ihewtypes of services that each tenter was to offer were specified

in the legislation:

1 -

. -

O0- Assistance in the diagnosis of educational problems &nd in
the ideatification of alternative solutions to the problens;

© Services that would provide information and materials on
instructional and ‘‘inagement processes and programs;

o Staff development and training; - | -

o Consulting services, particularly to provide assistance
to districts during the implementa ion of an educational
program or proucess; and

I © ‘Any other service requested by the governing board of the
- EIC, citizen advigsory committees, .or parent associations,

such as parent-teacher associations and parent advisory
-councils.

-
[y

’ Givqﬁ these general requirements, each EIC designeq its own service program.
Ai_gnéjgiqﬁt expect, the emphasis th;t'the'four centers ’'.ave éiaced on the

" different types of services, boéh in terms of staff and resource commitment,
1has'v§ried (Mills, 1980). EIC-South, for example, has an extensive informa=-

.

tion retrieval service, and EIC-Central emphasizes field-based consulting
services.




‘Reiéted;hctivities in the State

*Punding for these knowledge utilization activities may come frgm
several sodrces. The state-annually lp ropriates funds for the EICs. This'

‘ the needs of the clients that the EICs/serve, and appears a5 & line item in

epproprxation is based on an EIC's ani/ he state department's assessment of

'the atate department's budget- ‘The n7jor portion of an-EIC's budget comes:

fron state and féderal grants. This heavy relxance on categorxcel funds
linimizes, to s?me extent, the BICS' flex;bzlxty to xes;ond to state and
local prioritzes, and, along with the- uncertaznty about the amount of the
state's annual approprxatxon, Creates gone instab;lzty in the EICs service
program and staffing from one year to the,nex_t.1 Problems associated with
the current funding situation have recéived'increasing attention within;the.
state department of education, and there has been. some disc cussion about
changzng the state epproprzatzon so that it is based on some sort. ‘of formula

(Haaghey, 1979), thereby making the amount of sgtate funds the EICs receive

‘each year at leist more predzctable.2 The fuqdzng situation has important

,1m911catzoﬂs for the success of the services provzded by the EIC and will be~

d;scussed later in this case study.

All local school dzs;rzcts in the state fall within the cnthméﬁ:
area of pnenpf the fé&r EICs. The catchmeat area boundariés are drawn to
coincide with county lines (see Figure 1). Although the,geegraphj; area

covered- by each EIC dszers, and in the case of the EIC-Northeast, differs

o

quite substrntzally, the number of school districts served by each of the

four EICs is roughly equal (see Tadle .2). EIC~-South serves 144 school

districts, which contain 478 schools and employ nearly 13,000 teachers (see

Table 3).

Other Types of Intermed;ate Agenczes. Several activities and

cond;t;ons in the state are directly related to the EICs' activities.

Ip—fect. New Jersey has built a complex system of regional education

-
P

-~ - i

Y

! All staff within EIC-South, for example, receive notice at least 60 days
before the end of the fiscal year of the possibility of their being termi-
nateéd- because of budget cuts (Operations Study, 1980).

2 ﬁhe;per such a change would affect the amount of funds each EIC would
receive from the state would, of course,. depend upon how the formula was
developed.
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Table 2

—

» W - .
CHARACTERISTICS OF THE FOUR EIC REGIONS
‘(Percentage of State Total)

¥
&

EIC R’eg:‘:orn Schoql Distr}cts _ ‘Schools. fregchers ’Gebgraphiq Area
Central 270 27 29% 33
Nértbgaét; o 23 <34 37 7 .
| Northwest 27 20 19 31
| Bouth ' 23 19 15 20
State 100¢ 100s 1008 ° 1008

-Source ¢ -Haughey, 1979
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NUMBER

< - Table 3

OF CLIENTS -SERVED BY THE ‘EIC-SOUTH

" Type of School Districts Schools. ‘Teachers Students
. Public . 144 478 2,810 236,650°
Parochial 1 82 1,148 29,068
 TOTAL. 1“5 < 573 13,958 267,731
. == Nat applicable . ' S
NA = d';i;ta' are nb_t available
Source: EIC; 1979a
3
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agencies. 1In addition to the four ‘educational 1nprovenent centers;, there
exist several othar types .of Tegicnal agencias in :. -astate,; v&ich mhinly

provide -administrative or instructional services to school disttlctc

,(aae Table 4). The two types of intermediate agencies that relate most -

to the EICs are the Educational Service Commissions (ESCs) and the County

- ¥

Offices of Education. ., .

. Nine tsssfexzsﬁ in New Jersey and have been establzshed by the
voluntary actzon of local school districts (Mll’s.,1980). The ESCs. provide
dzrect serv;ccs to districts on a fcc-for-scrvzcc‘baéls. The services
consist of traniportatlon services, special education 1nc§;nnﬁégn anQ*supéo:t
aervzces, and addlt aducation. No formal collaboration currently exists
between the ‘E5Cs and the EICs. although there 1s concern among: some in the

state department,that the functions performed. by these two types of tcgzonal

‘agencies -may cvcntually overlap. unless the state .makes the mzsszons of the

two types of organzzat;ons more explicit (Mills, 1980). Others wzth;n the

state belzcve ‘that one optzon in the long term would be to combzne the ESCs

and EICs, .and" that this would not only allcvzate the problen ox potential

‘overlap, ‘but would also assure the -survival of the services that ‘these two

agencies now provide. Still others, however, beliéve thit -this i’ not a
viable solﬁgion-and'tha; with continuingkbudgct shortages kaowledyé utiliza- *
tion services will remain in jeopardy. )

The county offzces, which exist 1n each of the state's 21 counties,
are rcglonal offices of the state department  of aduca%zon and are primarily
involved in monitoring local districts' dompliznce ‘with ‘state -and féderal
laws- and regulat;ons. This resoons;bzlzty has -growa in tr‘ last five years,
supplantzng some other functzons.1' The change occurred with ‘the enactment

of the Public School Education Act o£ 1975. ‘The Act brought the New Jersey

-education system under comprehcn51Ve lcgzslatzon requiring that all children

be provided ‘with a "thorough and efficient® (T6E) system of education (Wise,

1979, ' :

L . -

1 ﬁtlor to- 1975, the county offices were .also involved 1n providing tech-
nzcal assistance to school districts, similar to the servzces that are now
being offered by the EICs, but on a smaller scale. The county offices
still offer gome workshops jointly with the EIC in their region, but no
longer are seern as the primary providers. of knowledge utilization services
.£0 school districts. ; ;
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Table 4 .
- ' TYPES OF REGIONAL EDUCATION AGENCIES A
' IN NEW JERSEY- .
2 -
Type of Agency — . . Number B .
Educational Improvement Centers } _ 4 ) N
[County Offices of Education 21 -
County Vocational Schools 20 T .
-Special Education Dist\z:icts 2
fdu';;gti_on"al Service Commissions ; 9
Jointure - . : 1
Audiovisual Aids Commissions D 21 . - !
Regicnal Day Schools {projected) 11
County Special Services School Districts 4 .
Source: Mills, 1980 . ) .
- N
w"' « \ ~
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Thorough and Efficient legislation. The T4E law outlined the

.pecificlrequirements of New Jersey school districts and of the state:

A thorough and efficient system of free public schools ghall
include the following major elements, which shall serve as v

‘guidelines for the achievement of the legislative goal and

the implementation of this act:

4. Estadblishméent of educational godls at both the state and
local levels; - -

b. Encouragement 6f public fnvolvement in the establishment of
educational goals; . »

€. Instruction intended to producé. the attainment of reasonable
levels of proficiency in the basic conaunications and
computational §kills;.

d. A breadtht6f<pi6§r&m offerings. designed to dévelop the
individual talents- and abilities of pupils;

€. Program and supportivé seérvices for all pupils especially
those who are educationally disadvantagéd or who have special
educational needs; ’

+

f. —Adgquqtely equipped, sanitary ang sec@re physical facilities

and adejuate materials and supplies;
: . .
g. Qualified instructional and other pérsonnél;. -

. ///___«‘&
<

he Efficient administrative proceauregi

I

i+ An adequate statéaprogram of reSe@rchkana,pevelopment;
and - ".,‘ (. ‘\4“;

jo Evaluation and monitoring programs at both the 'state and

. local levels. . ' .

The county offices of the state department of edqiation and the
. ! ¥

EICs were given an integral role in the implementation of the TsZ. legislation

e

it

(qeg'iigufe 2). The county offices were to monitor...the-progress of schools

in meeting the T4E law. The statute required:

-~

\
- LT
. A uniform statewide system for-evaluatinéﬁike perform-
ance of each school. Such a system shall be based in part
on annual testing for achievement in basic gkill aredas, and
in part on such other ‘means as the commissioner deems proper

in order to (a) determine pupil status and needs, (b) ensure

" .pupil progress, and (c) assess the degree to which the educa-

tional objectives have been achieved.

AT . ~
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The EICs were to provide technical assistance to, schools in their implementa-
tion of the: requirements of the T&Z law. ‘Although the initiative for provia-
ing asszstance was oxpected to come primarily through direct tequests to the
EIC from 1nd1vzduals in the schools, the commissioner was also given explicit
‘Authority in the statute to "order in-service tra;n;ng grOgrams for teachers
qnd:qther-school'personngl:' When such requests are made, they usually come
;hfbugh/the~county office. Thus, if the county office finds a school out of
compliarice with the T&E law, it might suggest that the district seek assist-
-ance from the EIC.

\ An informal relatiqnship, therefore, has deveioped between the
county of%;céé and the EICs. Although the two types of @geﬂcies are.no;
‘mandated to work together; the EICs and ?he county offices do coﬁmuhiéate
frequently. - EIC-South, for example, sometimes informs the county office of
. -workshops 'and consulting assistance that have been provided to a school
wzthzn the county. The six county office superintendents in southern New

Jersey also meét with the EIC-Sou;h director to discuss general needs within

the regiofi ‘and to plan future activities. These meetings, which are scheculed

once-a-month, Serve to ensure a coordinated systen for assisting schools in

-complying with the T&E law.

Othef Legislation in the State. New Jersey has other lugislation

that directly affects the schools in the state and, as a result, influences
the services in which the EICs become involved. In December 1979, legzsla-
tion was enacted to establish hzgh school graduatzon stanlards. The require-
ments, which are to be fully operative beginning with the 1981-1982 school
yéat,)spé¢ify that all high school students must be tested in reading,
writing, and computational skills, and must meet a basic level of competency ‘
befote being allowed to graduate. School districts in the state are required
to es&abliéh local standards, at least equal to standards set by the state,
for minimum competency of their graduating students (Braun, 1980). School
districts are currently planning revisions in their curriculums to meet the
staﬁé's,reiuiremenys‘and, for example, have called on the EIC-South for
assistané; in improving their instructional programs. ‘
7 ‘The state also mandates the evaluatioﬁ of all tenured teaching

" staff in local school aistricts. Although the evaluation is conducted at

the local level, by administrators within the school districts, the county

Q .. ... .. - . — e e . I
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. offices !nh\the EICs are very much involved in the process. The county
offices are invdlvéd.at a formal level; as for all state iggislation, they
are rq;péhsibie for monitoring districts' compliance with the state law.
“Thus, districts annually report to their county office on the outcomes of
the evaluation. The EICs'become in§glved in the process nore.ihformdlly
by providiqg_technic&l assistance to district staff on thé procedures for .
¢irrying out the evaluation. Districts.qsualiy are: the ones to initiate
specific requests to the EIC. School districts, for example, have asked
EIC-South for evaluation models and for workshops cn the evaluation process.
!IC-South has also become involved in providing in-service workshops for
professional staff, which are offered as a fesult of the evaluation findzngs
~for a particular d;strict. )
. The EIC also performs a nroactive role by anticipatlng local needs,
,'théhl re often those'néfds that are ‘expected to arise as a result of state
mandated réguirements. The EIC, for example, searched for models for con-
éuétiﬁg’the,ré red teaching staff evaluation. In addition, it informed
thé districts of th state requirements, introduced a variety of procedures
for per;nrming the evaluation, developed models when e{@;tiqg ones were
inqppzoPriaée, trained administrators and other school staff in carrying
out the evaluation; and prepared its own staff to provide assistance to the )
‘school .districts,. if sucﬂﬂassistan wasqrequeStea. The reactive and pro-
active roies played bf the EIC cér?éspo to 'the models~~the needs~based
':;Eppnsg model and ihe nggds-bas;d initiation model~~suggested by the state
dep&fﬁpehﬁr(sée Figure 3). ‘ '
‘In addition, the EIC is beginning to follow-the third model~~
assistance. to specialized needs distriqta--io a greater extent. This is
possible; in part, because of a new system of classifying scho -s. This
system has several parts, one of which is c¢alled the comprehensive basic

skills review (CBSR), which classifies schools according to whether they™ <

‘have improving, stable, or declining test scores in the basic skills. ‘Ihis\\\\

review ig ¢conducted by a comprehensive review team, whose members have been
designated by the county office. The EIC is involved in the process at its
conclusion, when it is invited to attend the exit conference. During the
conference, hecessary remedial action is plgnned; and thé EIC therefore is

able to thfget its efforts towards those schools with the greatest needs.
———eX
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.. utzlizatzon servzces. The servzces are offered by a staff consisting of both

Pass=Through Punds.‘ The New Jersey state department serves as the

conduzt through which some federal funds for knowledge utzlizatlon activities
flow.” These funds--e. g., ESEA Title zv-c funds, 'NDN state facilitator funds,
and ESEA T;tle Vi-B funds--provide the EIC-South vzth money for specific
knowledge utilization services.’ Although the federal grant awards are, in
some cases, annual awards and continued fnndzng therefore cannot be guaran-
‘teed, these funds do support a basic portion “of the knowledge utilization
services provided by the EIC-South. Title Iv-C, for example, supported the
information retrieval service in the EIC through September 1980 and partiall} ‘ '
supported. the consulting and staff development services in the basic skills.

‘During the 1980-1981 school year(’Title inc,funds,qupogt the development -

of' a comhunity education progranm, parent involvement programs, the Institute
for.Political and Legal Education, and “.he Institute for Creative Education.

Knowledge Utilization Activities in the EIC-South ’

.

TO understand the activities of the EIC network, it is necessary to
exanine several gpecific knowledge utilization services in which the center
has ‘becomé involved. The services fall within three broad categories: infor-
matzon ‘retrieval servzces, in-service workshops and other kinds of staff
development training sesszons, and linking agent services. ' All of these
services exist within ElL-South and will be described in. Section II of this

" cdse study. : ' )

All gservices provzded by the EIC may be classif;ed 2s knowledge

generalzsts and speﬁzallsts. The staff £or the information retrieval service, ‘ S k
for - example, ‘are generallsts, their knowledge is not limited to a specific )
1nstructzonal area. Staff who are involved in providing in~-service workshopa
and lznkzng ‘agent (or consultlng) asszstance, however, .are largely speclalzsts.
The ‘same staff member offers both types of knowledge utilization 'ervice for --- -. .
the instructional area in which he or she specializes and determines the
delivery strategy--workshop or consultation--by analyzisny the tpec;f;c need of
the district or the individual making the request. Thus, the services are
expressly deszgned for the client.
- The whole array of programs and services provided by the EIC-South
‘cannot'be examined in this case study. Thus, each of tho three types

67 [od AN -
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‘will $e,given—to those seryvices that focus on the basic skills.‘ The three

&

Qf»gnouledge utilization activities will be déscribed, and particular emphasis

+

types of activities fall within two of the EIC's four organizntionql units
(pee‘rigure 4). The information retrieval service falls under the information
‘.érviceS'unit, and the in-service workshops and linking igent services fall
under the consulting services unit. No single individua} directs each of
these units. Instead, the director of the EIC directly oversees the knowledge
utiizzationAactiveties qithin the two units. The absence of a bureaucratic
organization allows the EIC greater flexibility and, acconding to some staff,
‘has. fesulted in greatet coordxnatzon and cohesiveness among the sta“f.

. * Within the three categories of knoaledge ut;lzzatzon activities,
the actual services and 'programs that .are offéred by the EIC are przmarxly

determined by the needs of the §chools within the region. This strong local

orientation can be explained; in part, by the center's origination as a

‘district-sponsored service agency. In addition, most of the staff shere the

philosbpbj that as an hgenéy whose primary clients are teachers and local
8chool administrators, it is their needs that should be foremost.
This orientation has had to be adapted to changing external condi-

;ipné.. W1th the enactment of the r&r law in 1975, the needs of local d;strxcts

v -

-changed dramatically. Schools became less concerned with implementing 1nnava-

have been made solely at the district's initiative.

tive practices and become more directly concerned with responding to the

«* < ° 3 '3 k3 - - *
legislative mandates, which were often administrative in nature. Although
changes made by schools in response to the T&E law are often innovative, they

are changes that have been imposed on the districts, rather than changes that

‘The state depaftment's influence on the activities of the EIC is
also ;eflected in documents pro&uced within the department (see Gappert
and-Ogden, 1976). The state department, for example, - has incorporated the
EICs 1nto thé state's model for complyzng with the varxous legxslatxon

affecting schools. The EICs are expected to conforn to the models and even

*‘tb initiate activities in schools where needs are greatest, (i.e., where

‘The knowledge utilization services within EIC-South are not identificd as
projects and therefore boundaries on the more generic categorieés of kiow-
ledge utilization activities are difficult to assign. Focusing on servicias
in the basic skills allows the services to be described and yet imposes
some limits on the investigation.

~
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compliance with the various legislative mandates has'been most difficult).
This dichotomy of, on the one hngd, responding to local needs and, on the
~ other, responding to state priorities and expectations is sometimes proble-
"matic for the EIC-South and will be discussed in Section III of this case
study. ‘The relationships among. the different educational organizations and

‘the roles played by each. are depicted in Figure 5.

N
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Figure 5 : -
ORGANIZATIONS INVOLVED IN. KNOWLEDGE UTILIZATION SERVICES
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b 7”,,n—.ﬂ-m'rzno'h’c”iﬁ?zmxomu. ARRANGEMERTS FOR mowz.soc'::'v‘nuza‘no.\',

The EIC-South Operates vithin aii interorganizational errangenent

- that spans several levels and includes

-

several different types of organi-

sations. In eddltlon to the EIC, four other types of organizations are.

anolved in the arrangément:(gee Pigure S). First, the New Jersey state s

department of eduoatlon Provides funds to the EIC for some of its knowledge
util;zatlon activities and generally

EIC is lnvolved.

/
oversees the ect;vxtxes in which ‘the
Second, the: coungy offxces of educatxon,
.arm-of .the state department,

as_the monitoring °

nonitor local schools for complxance with state * !
and. tederal -ande;es and-provide information to the EIC
schools and dzstr;cts.

about the needs of

In addition, the -county offices jointly sponsor some

knowledge utilization servxces ‘with the EIC. Th;rd, the school dxstr;cts in

southern New Jersey call upon the EI” for 1nformat1on and adm;nistratxve .angd

other program assistance. Adm;n;stretors and teachers thhxn the school

d;strxcts are: the prlmary users of the EI& s services. Fourth, other,organi-

zatxons--locel universities, othér EICs 1n the statz, departments -of educa~

tion in .New Jersey end other ‘states, .and o:her information. and dissenination

n -
-agencies=-aré also. occasionally involved, either as users of ' the v rvices
h x

provxded by--the EIC or as providers of'reSources. ’ )

A pert;culer organization -may .not participaté in all services that

fall within. the more generic type of knowledge utilization activity. //aoreoVer,

even.within an activity, the extent to wh;ch each of the srganizations in the

arrangement and the departnents w;th;n these organizations are involved in \

sp'clfxc knowledge. util;zet;on serv;ces varies eccordzng to the sgervice. As

yet :one -more- variation, a perr}ouler organization may, at times,
? e e

be a user of
.
at other times be a collaborator in the provi-

‘sion of the services. ] J : :

-the services provided and may

These varletions mean that a closer look at the ;peoifio types of g
‘activities .and services offered by the EIC is hecessary if the operstion of ﬁ
the’ 1nterotgenizetaonal arrangement is to be explained. This. section will

therefore look at three d;ffenent'types of knowledge utilization
' separatély and will describe the interorganizetional
network that exists for each servxce.

services :
and interpersonal :

The outcomes of the three types of ~
knowledge ut;lizetxon services vzll also be discussed.

Q ) . . ) é
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Information Retrieval Service -

e

\ kY

Description of Serv1ce. The information retrieval (iIR) aerVice is

the- oldest -of the: tIC's knowledge utilization services, naving existed since
l969. Prior to 1980-1981 the gervice was supported by ESEA Title XIV-C funds;
currently, however, it is supported by funds from the EIC's annual appropri- .
" ation from the state. The service, which operates with a staff of five,
provzdes written naterials on approximately 2, 200 topics and subtopics to
administrators, teachers, students, and parents. The topics vary widely,
from instructional areas -8uch as reading and languagé arts, aerospace, and
hiatory to administrative topics such as the T&E law, testing, and evaluation.
inyolvement, -¢hild development, and affrrmative action. . =
“Thé topics, although compréhensive, are not meant to limit the
vlubjéctszon~whiéh,infornation may be requested. Information may be reguested
" oh any topic, and if no information on that ‘topic is available in the files,
) the graff of the information retrieval service will conduct a search for the
‘% information. In addition, the staff may develop materials, often by adapting
existing products. The résult is that the users of the service are almost
always given some information relevant .to their request and usuallv do not
have to go to additibnal sources for information. _ . -
\ MOS* of the gearches conducted by the staff are manual searches.
The EIC has access to journals, popular magazines, newsletters, ERIC and

‘tr-
-other bibliographi es, and other reference materials. These are consulted

N otten, both for information necessary to neet a request and for material to —

-add to the vertical .files that are stored at the EIC. Actual materials are
qiven to the individual making the request, with 25 pages copied at no cost.
A noninal fee is charged for additional pages. g .
Acquisition of materials for the information retrieval service is
atar from static. The staff continhally cearch for, new information, read
journals and magazines as they cone out, and keep informed of research
findings. Addit&onal written information is sOmetimes requested on & topic
Lrom- the authors of journal articles and research)reports. No sgrict quality
control criteria are applied to the,-aterial. Rather, if the information is .
rélevant to current or anticipated needs within the school digtricts or if
~the material just seems interesting, the ctaff of thetinformation retrieval

vaerVice vzll adéd the information to the files. In addition to information

Q




acQuired‘through secondary sources, the director.of the information retrieval
. aefuice has written to the 60 largest school districts in the country, asking
+for information on sucgessful educational practices within the districts.
The EIC, upon receiving materials on successful practices, often reproduces )
) -all or part of the materials and makes them available to users at minimal s N
« cost. Some materials are also developed by the staff. These materials -
ihclude curriculum materials, as wgll as survey information on the special

education services offered by districts within each state.

The Interorganizational Arrangément. The interorganizational
arrangement for the information retrieval service  consists primarily cf

. individ.als and thus is primarily an intérpersonal one. Teachers, adminis- .
Atratorsy’and students who want to use the Service may request information
‘directly from the EIC staff and are not required to go through an interme-
diary or qet,approvel from: the district's central office. The requests for
ihformatiou»may be made by telebhone, i+ which case the user usually receives
the informatfon requested within two days, or the individual may come intoc
the center -and make the\reQuést in person.1 Although searches are most
often dorie with the assistance of the statf of the EIC, the user; when at the
center, also has direct access to the files of information and is encouraged
to look through them. *

* The only relevant interorganizational linkages are those betwe:n
the EIC and the school districts within the EIC-South region (see Figure 6)
However, the arrangement is interorganizational only to the extent that the

- users of the services are p&imarily‘individuals that are employed by the
districts or are students attending the schools that fall within the EIC's
Jurisdiction, and thus, because of this. relationship know that they are

velco@e—to—use the information retrieval service. No formal agreements

exist’between the information retrieval service and the districts.

k4

A

1stgff of the information retrieval service prefer users to make requests

in person. This ‘allows the staff to discuss the user's particular question
or problem in greater detail. In some cases, the requestor is referred to
~others within the EIC-who also can provide the user with relevant information.
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Similirly. no formal agreements exist between the state depart-
".int of education and the EIC with respect to the.infor@ation reirieval o
.orvice. The staff of the EIC only occasionally geek information from the
. .tate department to meet a user’'s needs. Tnerefore, only with respect to
funding nght One .say that a formal interorganizational agreement is present.
.When -the servzce was funded by Title IV-C this office within the gtate
department of educatzon distributed money to the EIC to $upport the service
and. perzodzcally monitored the activities undertaken with program funds.
Currently, because the gervice is funded through the EIC'sg appropriation
from the state, this linkage doas not exist. x

Service Outéomesu The informaiion retrieval service is used

extensively. In the six month period.from July 1979 through Dzcember 1979,
‘a. total .of 3,751 requests were\recezved and responded to by the staff of the
;nformatzon .retrieval gervice. Nearly half (48%) of the requests. came from

d others.

- teachérs, aﬁd over a guarter (2:5; came from students. The remaihder of -
the requests were made by admlnzstrators, supervisors, parents, a

Students who use the service are primarily undergraduate and graduate students
from Glassboro State College and tend to use the EIC%s files for speczfzc )
;eSearch prOjects. (See Table 5 for a sammary of the use of the information
retrievalréervice.) ‘

T After their reguests have been fulfilled, the users of the service
are asked to evaluate the service and to assess the quality of the infor-
mation 'that was received. Tnese evaluations have been extremely positive.
Nineﬁyéseveu percent of the users rated the services as very good or excel-
lent, and 86 percent rated the adejuacy of the resources this high. 1In those
cases where users have indicated that they believe there is an inadequacy of
resburceS\ the staff of the information retrieval service begins an extended
effort to find ldd;tzonal information on the topic so that they may expand

its resource collection.

The evaluation form that is filled out following clients' receipt
of the 1uformatzon that was requested also asks clients to indicate the
reason for which the request was made, and, together, the forms ghow that'
1nformation is used for several purposes. More than a third (34%) of the
users of the service between July and December 1979 indicated ‘that the

1n£ormation was used to increase their knowledge of a certain topic or .

EY
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Table 5

CLIENTS: SERVED BY INFORMATION RETRIEVAL SERVICE

Number of Requests,

_User 2/79-12/79 9/78-6/179
i | .

Teachers ) 1,699 NA

Adﬁiﬁistrators‘ 263 NA

Supérvisors ’ 403 ’ NA .
Par;nts ' 33 NA
 Students _ . 1,020 NA

Others - ‘ 333 , NA

TOTAL ’ 3,751 9,055

NA - Not available

Source: EIC, 1980




e of the requirements of the T&E law, testing, program improvement in the

Aruitoxt provided by Eic:

T e - me s elmemwn se &

'1nktructiona1~area. Other uses were also cited, however. A small percentage

(38) of the: users said that they intended to use the information to make a

decision concernxng an educational issue; 25 percent $aid they intended to -
_use the information to plan a new program in their school; and 28 percent

said they would use the information.in the process of modifying or improving

an exist1ng program in their schools. Thus, more than half of the users of .
the information retrieval gervice have said that they intend to use the ’

information in their decisions and plans to take a specific action within the
district. The majority of Clients (87%) have requested information for

either program or professional improvement (EIC, 1980).

»-= Comments made by several users indicate that the service is highly

‘valued.. It provides teachers and administrators with a broad range of

in:ormétioﬁ and doés so in a timely manner. The information is current and

has ‘proven valuable. Moreover, a repeated comment was that the staff of tne . -
1nformatlon retrleval service invite use by providing in-person assxetan;e

in deflnlng and then meetlng specific individuals' needs. 1In addition, ‘many

users said that the staff and the caater in general provide them with a

comrortable and relaxed atnosphere in which to work. Cune former teacher, in

fact, found the center so inviting tha she resigned her teaching position

-and ‘became one of the staff persons for the information retrieval service. -
'Thus,,user satlsfactlon appears to come from a feeling that specific neeis .

° are met through ‘the information received, as well as from a feeling of J

welcome that the staff of the information retr.eval service display to anyone

wanting to use the sgervice.

4

- ©
Consultant Services . . |

Description of Service. Consultant {or linking agent) services

are offered by the-EIC on a variety of topics, including the implementation

basic skills, and gifted and talented educatlon. A staff of specialists act ,
as facilitators in the different instructional and administrative areas and
vori-v1th the cllent--usually an adm1n1strator or a teacher--on exactly the
type of assxstance that i5 needed. Because the staff are responsible for . v
providing oonsultant sérvices and for organizing and offering workshops and

staff development sessions, the EIC staff person may suggest one type of

assistance or the other. When a client's need is such that in-person assist-

K5 | 85 e




&

ahce—yould be the most beneficial and when the need.is felt more by one
{ndividual or a small group of individuals within the district or school than
by a large number of .persons ' in several districts, the EIC staff specialist
ﬁill usually arrange for consultant assistance. _The nature of the request

_ may-also detetmzne the type of assistance that 1s provided. Thus, for
oxa@ple, if a teacher would Yike Someone to demonstrate the use of a curri-
culum gquidé in _his or her classroom or demonstrate a particular teaching
:trategy, consultant assistance is the only type of service that'can be
provided. v \

The consultatzon that is proviied may vary in intensity. It may ‘be
‘as short _as one hou' or may last as-long as a full gchool year. An example
of theé former was when an administrator called an EIC staff person to discuss
‘the . requzrements of Section 504 »f the Rehabzl;tatzon Act of 1973, which
prohzbzts discrimination on th> basis of handzcao. ‘The administrator callea
specifically to .discuss the areas that had to be evalqeted in the district
to meet the law's adninistrative requireme’xt.1 In this instance, the
assistance was provided over the telephone and lasted less than an hour. '
,LOﬁger consultations have also cccurred, however. The staff person who
specializes in all aspects of ti> T&E legislation, for example, has workegd
with d15tr1cts throughout the year on various Steps of the school improvement
process. These consaltatzons usually involve a small number of adn;nzstrators,
‘are provided at the school or the district's central office, and focus on
one part of the four~step T&E process--goal settxng, needs identification,
program improvement Planning, and program evaluation.

An equally important function that is performed by the EIC consul-
tants .is the development of educational materials. This occurs to varyzng
degrees dependlno on the curriculum area and tne source of funds for the
pro;ect. " a1l staff members, however,.are involved in developmental work to
some degree, ir, addition to-their offering consultant assistance to teachers
‘and administrators. Those pProjects receiving funds from special state and
federal grants emphasize the development of original educational materials

to a greater extent than others. .

¢ 1

1'rhe regulations for Section 504 require that each school dzstrict conduct
a self-evaluation to determine the extent to which it is complying with the
regulations and, if not in compliance, to discuss the Specific remedial
action that will be taken.

o . : [
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The Interorganizational Arrangement. Teachers and administrators

-ay call’the EIC directly to ask for asszstance, and, as with the informa-
tion ‘Tetrieval service, need not _seeX permission from the district's central
‘office or the school Principal before making this request. If a client asks
for a classroom demonstration or plans to involve the EIC facilitator in a
‘long-term effort within the district, the supetzntendent of ‘the district or
the principal of the school is always informed of the setvzce being provided.
Although, no formal approval is required, 1nforma1 approval is obtained.
Consultant asszstance may be tequested at .any time. The use of
tne consx;tant service does not depend on formal 1ntetorganzzatzonal ties
between ‘the d;strzcts and the EIC. Interpersonal relationships between the
EIC staff and the users of the consultant services, howevet, are important.
Most of the EIC staff speczalzsts are well known to thoée in the schools.
They have worked in the EIC for several years and have lived in the southern
New Jersey- region for even Ionget. Teachers apd administrators usually know
;m%edzq.e1y~whom to call in the EIC when confronted with a specific problem
and do not hesitate to do so- Assistance is often given over the telephone
and is done 80 in an informal manner that encoutages future requests for
gsszsﬁance. -
'Bo’ovetall link exists between the concultant’ services w... ia the
El1c and.a .particular dzvzszon or office within the New Jersey Depa:tment of
'fﬁducatioha 1Linkages do ex;st, however, between the funding offices in the
state departmént and that portzon of the consultant services supported by
.State and federal grant funds. These offices include the Title IV-C office,
the .Title Vi-B office, the state office for gifted a-xd talented educataion,
and the office for continuing .education. Consultant setvzces on some topics,
however, are supported by the EIC's basic state gtantAand thetefo}e have no
formal relationship with the sgtate depattment, except to the extent that
some of these gervices address state priorities, $uch as the T&E law and
its requirements. Because of districts' demonstrated néed for assistance
in meeting some of the state mandates, the Office of the Assistant, Deputy
Cbmmi;diqnet vithin.the department, which distributes the ltata's annual
apptoptiatznn to the EIC and generally oversees the EIC's operation, has =
general 1nterest in all services offered by the cent.- The Assistant Deputy
Commissianet,,for cxample,_-eets with the directors of each of the four EICs
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. thet was received was relevant and up~to~date.

monthly to discuss state, regional,

and dzstrxct needs and the services
'thet are being provided to meet then.

v

state department of educatzon )
might 2ls0 be” said to exist through the EIC's relationship with the county
otf;ces in its region. When a district

An interorganizational tie to the

shows difficulty in complying with
ltete mandates or in 1mp1ement1ng a process Oor program that is 1ntended to

put -the dzstrzct in compliance with state mandates, the state depertment .may,

through the county office, encourage the dzstrzct to seek esszstance fronm

the EIL and for the EIC to provide it._ More generally, the state department

‘encourages the EIC tc be proactive in Providing assistance to districts in

areas ehat would help them to comply with sgtate laws.' (The full interorgani-

zational ‘arrangement for the consultant gervices is illustrated in Figure 7.)

Sérvice Outcomes-

_ The EIC maintains records of the number of
inquiries or ‘requests for assistance that it receives each year.
1978-1979 school year, 1,053 consultations were held,

and teachers were served.

During the
and 5,791 administrators

{In many 1nstancesh consultations were ucheduled

‘with more than one 1nd1v1dua1, as in the case of an EIC facilitator .providing

assistance to a tea:m of teachers or administrators in their identification of

alternative solutions to a particular problem within the district »r school.)

Thocse that have received consultant ‘services_ have been satisfied:

with them. Comments on evaluation.forms tﬁat are distributed after assistance

has -been received, note that clients needs were met and that the 1nforma*1on

Teachers and administrators
also sazd.tha. the staff of the EIC were available when they were needed and

3§re ldays(wzllzng to provide asszstence to them.

‘Because the type of consultant assistance varies from:
ing prov;s;ons of a law

a) explain-
and the requzrements contained in accompanying
regulations, to b) assisting schools in their adoptions of-new curriculum

products and their establishment of new educational programs, it is difficule

to essess how many actual changes or improvements in school programs and
prectices occurred as”a result of assistance provided by the EIC. Changes
certainly are occurring, however. §chool districts [are setting educational
goals, as required by the TsE law, and have said that they have been able to
do so ‘because of the assistance they have received from the EIC. As another

example, a district developed an educational product and subnjitted it_to the

Q
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Figure 7

ORGANIZATIONS INVOLVED IN.EIC-SOUTﬁ'S
CONSULTANT .SERVICES -
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Joint Dissemination Review Panel

(IDRP) of the National Diffusion Network

(NDN) for validation and received assistance from the EIC in preparing its

-application £0r JDRP review and then in packaging the product materials.

It mnst be noted, however, that the EIC's inability to cite actual

-

vxrequenczes with which change has occurred as a result of their‘involvement

Ll

‘has led to criticism by some within the state department of educatxon. These
~~1nd1v1duals in the department claim that positive affective ratings by users
-of EIC\pervzces are not sufficient evidence of the value of the gervices :

provxded. \They question, therefo:e. whether the sta’e ought to continue to

p'ovzde funding for the.EIC when it cannot demonstrate through hard data its
1

,;nfluenue—on affecting positive change in schools.

Ih-SerVice workshgps

Des*rxp*;on of. ServiCe. The EIC offers ‘workshops, seminars, and

cOﬁfere1ces 00 a range of topiecs. Two tsypes of workshops are available. -

"The- £irst are those that are ¢ : to any teacher, administrator, or parent ‘?

and are given on sub jects that reflect the needs and ;nterests of educators -

in the sbuthern New Jersey regzon.2 The second type are those workshops
that are deszgned and offered to.meet a specific need that exists in one or o~
two,d;s;rzgts or schools.

Tné first tyoe-~-regional workshops--are announced at the begznnlﬁg .

of each semester (fall, spring, and summer). A small fee is charged to- pay #

for wbrkéhOO'naterials. Except for those worksh0ps held in the summer ang
thosé offered 1ﬁ conjunction with Glassboro State College, no graduate

‘credits are earned for workshop partzczpatzon. The workshops are scheduled
during- the -school day, in the evening, or on a Saturday, last a nalf or full
day,rand are held either at the EIC facility or at a school in the area.

“hose held during the summer, however, are generally longer and may extend~

over a week or longer, with meetings scheduled each day. For these work-

shops, graduate credits are granted. : °

- This criticism has been made against

all EICs in the state, not just )
zIC-South. |

0

The .EIC conducts a needs assessment in the SPrzng of each Year and uses
it when Planning its program and specific activities for the upcoming year.
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?he workshops are led by staff of the EIC, (usually the same staff
involved in the consultant services described earlier), by educators in the
area, or by professors from colleges within and outside the region. _ Works<
-shops offered during Spring 1980 have covered such topics as design}ng
effective parent programs, how to develop and write a grant proposal in
Vocational guidance and counseling, and science for the gifted.

X Workshops are also arrangeé when a district or a small number of

districts has a need for which a regional workshop has not been scheduled.
\ The need for such a workshop is determined when a district or school of- .
3\ficial--often &n in-service coordinator, district superintendent, or building

E?tihéipai--calls one of the EIC specialists with a spécific problem. During
V‘fhe initial conversation, the need is defined and the type of service that

would be most appropriate to the need is discussed: 1If ;né—ptoblem'or need

is one -affédting several individuals in different schools or different
districts, a workshop is usually arranged. .An EIC St;ff person usually
conducts the workshop, sometimes inviting others in the region to participacze.
Mosz teceﬁi;y,.workshops of this sort have centered around the reguirenents.
of the TaT law, tenured teacher eVa%uétion, and requirements of other state
and fedéral laws. However; workshops have also been offered on such topics

\

as teacher effectiveness training, léarning stations, and mainstre>ming. ¢

Tne Interorganizational Arrangement. Several organizations colla-

borate in the sponsorship of worxshops provided.by th;'EIc. (See Figure 8
‘for -an illusctration of the full interorganizational arrangement.) Firse,
the EIC often works with professors at Glassboro State College and other
§Ql;egesYin ithe area, .asking .the® .to.lead.a- workshop session. ~Arrangemeais~ il
are made with the college according to the specific need and according to’

- tne kdbwn‘expe;tise of the faculty. During Spring 1980 a. workshop entitled
®Putting It Into Practice: From Nutrition Information to Nutrition Applica-
ti@nk Hés offered through Glassboro State College,‘ and graduate credits
could bé earned. Although jointly sponsored courses such as this one are
not-uncommon, no formal interorganizational agreements exist between the o e —

<

college and the gIC.

Ve
‘This coursé was jointly spénsored by the EIC, Glassboro State College, . -
the New Jersey Home Economics Association, and the Pniladelphia Dairy .

Council.

El{llC . ) © gy .
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" the.EIC and the state department with respect to the provision of

o

»

Second,  the EIC also works with tﬁe'county—offices of education
.nd Jointly sponsors regional workshops, usuilly on topics relating to state
priorities or mandates. dorkshops ‘have covered topics sugh as professzonal
improvenment planninq and compensatory educatzon and the teaching of reading
to- children ‘in kindergarten through third grade.

held either

The workshops -are usually
at t\e county office or the EIC and are jointly led by a staff
person from the EIC and someone from the county office.
‘Several different organizations and individuals are also partici-
paﬂts in the. workshops that aré offered by the EIC. 3PoremOSt am>ng the
‘users are teachers’ and. adm;nxstrators wzthzn the districts that fal) within
the catchmeﬁt area of EIC-South. Pa*ents of chzldren ‘attenrding schools. in
these districts may ‘also attend the workshops. (In addztxon,

been ‘held for

——————

workshops have
students at ‘the-.colleges within the southern New Jersey region,
-other EICs in the state,

> A

tr;cts AN other states as far away as Texas 31d Minnesota.

the state departmént of edaca ion, and scﬁool dzs-
ho formal inter=-
orgaa-zatzomal agreemeants for provzczng worksheo servzces to individuals

.

in these :other orgaﬁxzatzons»ex;st however,. Ra*her, the staff of the EIC
", respond to any request for service tha< they receive, -and thus will do any- -
th;uq fron sendzng information to a district 1n«Ca11forn1a on an N™N product
that the EIC developed, to providing a workshop for ElC~Cencralror. fedaral
@:aﬁtéf@vciiapie for urban districts, to p:dvidiﬂg consulting services to
A“éare;t interested irn programs for gifted and talented children. _

Although no formal 1nterorgauxzatzona1 agreement exists between
specific
‘workshops, the EIC receives funding from saveral offices in the department,

-and these: funds pay for a portzon of the services that are offered. Title

T IveC funds ‘for example, support any workshop on parent involvement and commu-

nity education, and.funds from Title V
of hiﬁdicaﬁped children: Thus, as with the’ consulting services, linkages
betveen the specialists that provide services on these topics and individuals
vithin the5e program offices at the state level do exist. Communjication,

however, tends to be infrequent, and except for the flow of funds, the tie

As not a particularly stro%g one. ~

N,
sdbpoxtyworﬁshcps on identification

-




promptly. . ;

w

1
Serv;ce Outcomes. ‘For the period’of July'1979—thrbugh December

1979. 146 regional, €ounty, or -‘multi-district workshops were provided -and

153 workshops for individual districts were offered (see Table 6). Because

‘workshops involve more than one ‘participant,. thxs,knowledge'utilization

service gérved more individuals than any other knowledge utjlization acti-
vlty. During the 1978-1979 gchool ‘Year, for example, over 3?.000 indivie
dualq attended workshops that were sponsored by the EIC.

" Evaluation forms distributed at. the conclusion of the whrkshons
and returned to the EIC indicate that participants have generally been
pleased- with the skills and knowledge they have acquired through the;r °
participation (see Tables 7 and 8)s As with the -other knowledge utilization
services, part;c;pants in workshops xndlcated that the znformatlon presented
was relevant to their needs and that their requests for services were handled

i ¢

Evaluatlon forms distributed durlng the 1978<1979 $chool year also.

asked paxt;cxpants to xndxcate what they planned to do-with- the xnformat;oq

they nal received -during -the course of the workshop. A large number of those
who returned the evaluation forms said -that they zntended to use the -$kills
or concepts obtained dur;ng the workshop in the classroom. An eg..1 nunmber
indicated that they planned to. share the materials and ;nformat;on they had
picked. up with their colleagues.

! As with. the consulting services, however, there zs no ‘way of Know-

ing whether cpec;f:.c xmprovements in programs and practices have .occurrea
as a resuvlt of workshop participation, even though some .anecdotal evidence
to this effect is available. For example, readxng training -‘packets were.

developed for .one dxstrxct during a workshop .and a trazning progran ﬂnd

‘manual on var;ous components of staff evaluaf;on were distributed following

‘a workshop on the*top;Ca Névertheless, the laok of more deta;led and sys~-

tematic data on improvements in administrative or instructional pract;ces
has. permztted some individuals in the state deqartment_to question the impact

- of the servlces,provxded by the EIC.

87 .
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. Table €

[

KNOWLEDGE UTILIZATION SERVICES
PROVIDED BY EIC-SOUTH
(July 1979 - December 1979)

. Service ) X Numﬁer
Regional wO&kshqps 146
) District Workshops T 153 . :
Consultants . 185 :
Information Requests 3751
Other ' 29 -
TOTAL - 4264

Source: EIC, 1980

-~y
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Table 7

¥

Response Percentt*

.

. ‘PARTICIPANTS' EVALUATION OF EIC REEIONAL WORXSHOPS
. (July 1979 < December 1979)

*500 evaluation forms were returned.

Source: EIC, 1980

o Very
Itgm S N/A _ Poor Fa;rv goég:A,Good
- Were the objectives ;chieved 0 0 2 34 64
éonsultaﬁtgknowledg§ 0 0 1 17 82
Presentation . 0 0 5 4 8
“Tine of workshop : 0 1 1 12 e
AV material _ 13 0 4 8 45
Group 1nt¢fa¢£ion~ -0 0 3 32, 65
Overall evaluation ' 0 1 3 23 73




— “Table 8
PARTICIPANTS' EVALUATION OF EIC DISTRICT WORKSHOPS
+(July- 1979 - December 1979)
) ‘'Response Percent*
‘ ) . Very
Itenm o . — .. Poor Fair Good Géod _Excellent
Met Needs 1 2 - 1 15 81
Handled Promptly 0 - 2 .n 87 .
Relevant Information - 0 1 3 15 81
Used Resources 2 2 -2 14 80
Was Interesting : 1 2 1 43 83
*132 evaluation forms- were returned.
) Source: EIC., 1980
.
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‘Summar

_The knowledge utxlxzation servzces offered by the EIC are in demana
by a verxety of 1nd1v1duels and organzzations both within and outside the
-southern New Jersey reqion. The EIC is responsxve to user needs and has a
philosophy of never refusxng to serve: enyone needzng services. To-a limitegd-

extent, the EIC 1: -also proectxve in its provzs;on of services. Primarily at

- the urging of the state: department of educatxon, ‘the staff of the EIC will

advise dzstrzcts in areas where ‘they sense the d;strzcts ‘have needs. This

~

proactive role takeés secqnd-plece to the reactivé position, however, bécause.
of the limitation of ‘staff and other réSo&rces. Nevertheless thé needs of ’
‘districts are met. ‘At the end of each scﬁool year, the EIC conducts. a
region-wide needs essessment and uses--the 1nformatzon gathered through the
assessment in its next year's program. plannzng (E1C, 1979b) .
] ‘ The EIC also miaintains excellentirecords of the services it pro-
-viaes. Tnus, it can eesxly deternine whether its services .are requested.
nore by some- districts than others and more by some types of educators than
others. The EIC is also eble to -document the types of knowledoe utxlzzet101
services most often requested and the speczfzc topics on which servzces .are

provzded. These records are used frequently, both for a public rr’atxons

"purpose (e. g., when reporting use in- annual| reports) and for a prugram plan-

‘ning purpose. Thusy 1f.the ‘records show:th?t a specific district has not
been;en extensive user of the EIC, the staff will attempt to find out the
reasons for this limited use and inform those in the district of specific
services_that arefeveilebie. ‘The result has been that at least 80 percent of

the districts in. each of the counties in southern New- Jersey received soma

- EIC services dur;ng the 1973-1979 school year “(see Table 9)

|
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Table 9

- PERCENT OF DISTRICTS IN COUNTY SERVED BY EIC-SOUTH -
(1978 - 1979)

w

County ) Percent of Districts Served
Southern Néw.aerSey.‘
ltlé%tiq,¢ounty 97%
Camden- County-. i 100
Cape May County , -87
‘Cumberland County f . 80 /
- " Gloucester County i ’ 93.
Salem County: ’ E ) 100:

Rest of State

- Burlington County * : - 74
Bergen County ) 12
‘Essex County 12 -~
-Hudson' County’ - o 16
‘Huntérdon County , 3 ' '
Mercer County:- mn
‘Middlesex -County: 55
Monmouth- County . -.38
Morris -County ) 8
Ocean County L "t 41

) Pasaic County A 15.
Somerset County . 33
‘Sussex County . 8
Union County 19-
‘Warren -County ) 17

* o i s - . 5 G - 3 ; &
‘Burlington County is adjacent to the EIC-S région and was included in

the southern-region- before the opening of EIC-Central in 1977.
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II1I. REASONS WHY THE. EIC's KNOWLEDGE
urxtxzarxou ssnvzcss _ARE_USED

’ The previous section described the different types. of knowledge
utilization servzces that the EIC offers:and discussed the use that these
services receive. Although the substantive areas on which the services
focus may change as local and state needs a..d priorities change, the three:
types of services--information retrieval,aconsultant services; and in-service
vo:kshops~have .been operating for nearly twelve years, or for almost as
long as the center has been in. existence.; The services, therefore, appear -
"to. be stable and, in facty have ‘bean the subJect of dincreasing: demand. by
educational practitioners over this period. ~

Several explanations for the success of the EIC's’knowledge uti-
'1ization servzces -afe possible, and each is discussed separately in this
‘seccion. These e.planations may relate to the actual knowledge utilization
services and the processes by which. these servzces are delivered or may
relate to: the interorganizational arrangement as a wholé. Both, howaver,
are important in explaining the extensive .use that the Elc's knowledge
utilization services have received. C % ‘

s

1. _The Services Are Responsive_to Users! Needs

The EIT was. established as a. ‘center’ whose. function was to provide
needed knowledge utilization gervices to local school districts. Thus; being
—responsive tolusers"needs has ‘been an ‘integral part of the EIC's mission.
State priorities compete with local needs to some extent; in those programs
fsupported ‘by. basic state funds, for example, the state department would Yike
‘the EIC to- ‘concentrate ‘its efforts on serving those school - ‘districts with

£ the greatest neéd rather than ‘placing. equal importance on all requests for
assistance. Nevertheless, ‘the EIC continues to meet the needs of its primary
users--i.e., local educational practitioners--dhile at the same time satis-
fyinq most -of the state's needs for assuring local districts' compliance with
state -and federal laws and regulations.

The EIC directors cufrently are working ‘with individuals in the
state department to develop a mission statement for the centers and there-
fore. %o clarify theéir. service role and their relationship with 1ocal school

districts and the’ state. A draft of the statement reiterates the responsive-

ness theme already prevalent vithin the tIc. The statement discusses the
Q

2
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position of‘thg'state hoard of cducat;on. saying. that “the EICs must serve

_local: needs vzthin the context of state, county, and regxonal goals.— Thus,

.lthough.other consideratxons come into play when serv;ng school districts,

1t is the needs .of, local oducators that. are foremost. .§ e

- ,
= i

Thzs resﬁonsxveness is ev;dent at the. serviceilevel as well. The

staff of the 1n£ogmatxpn retrieval service meet each request for information

with some material, tz?n when the search for such material may be extensive.
. 2PN . : . . ;

In. addition, the stafﬂgftequgntly discuss the problem with the individual

making the reguest, offen helping ‘thé user to define his or her need more

speciiicélly—andAenabling the EIC staff to find- out which topics of informa-,

tion mignt be>u§§£uf. . i

b W

Similar responsiveneSs~to needs is apparent in tne other two ser-
vices. Consultant ‘services and some in~service workshops are desxgne*
specifically for the xndzvzdual nak;ng the reqaest. In addxtxon, when a
need’is imnedxate, consultant assxstance is given ovér the telephohe. 1In
other cases. on-site consultations are scheduled at the user's convenience.
For both -6f these ‘types of'servxces,'con;lderaple effort is put into- dis~-
cussing whith the user the specific type of assistance and information tha:

would be noét.beneficial. An evaluation of the -service and the quality of

~tne xnformatxon provided is also asked for when the reguést for 55°xstance

has been met. Any suggestions for improving the service or the wrztten

‘materials that were provided are considered by the EIC staff when designing

future services and whén.seékingvadditional information to augment their

- collection ‘of educational products. This énables the EIC staff to be even

more responsive in meeting future }equests.
The EIC. is also responsive to needs in a proactzve sense. By
anticipating local needs and state priorities, the EIC staff are able to

assemble materials that will be useful to local districts. The EIC's

‘' special,. developnental pProjects are also proactive. For example, the EIC

consultant with expertise in gifted and talented education has received a

‘speoial state grant to develop a model for ‘counseling gifted students in

secondary schools. In instances such as these, where developmental funds
are received from the federal and state government, the EiClisjproducing
information and educational products that will..be of juse not oniy,tb'lbtal

educators;. bit also to practitioners outside of the goathern New Jersey

3
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_tively quickly, ‘usually within a ‘couple of weeks;

-

‘:cgion and the state. Por example, the EIC has already received rcqués:s

for .information and assistance from districts across the country and even

é?cn cducators -abroad. . . ) N

hd

Finally, the EIC conducts an innual'nceds assessment. The assess-

ment includes information about the needs and pr;orzties of local teachers
‘and administrators.

The suxvey is analyzea by the staff of the EIC, and

progtams are designed and scheduled to meet identifzed needs. Thus,,agaidr

the EIC may be riewed a4s acting Pproactively. The staff not only respond to

rcquests but also try to project from a variety of sources~-ranging fron
surveys to informal personal 1nteractxons--the types of needs that the -

districts will ‘have in the future.

2. The Servxces are Crédible

" The services, in- addxtxon to being. responsive to the needs of the

cducatxonal practxtxoners in the reégion, are also Credible: to these indivi-

duals. Credibility is -established in ssveral ways. First, the services are

provided in a timely manner. ﬂequests for information: fron the- 1nformatxoh

‘retrieval service, for example, are usually met within five days. -Similariy,

‘cansultant assistance and. 1n-serv1ce training workshops are scheduled*;e;a-

and consultant ac<sistance

is often provided over the telephone, when answers to usérs'rques;ions are

 heeded imnédiately. )

- Second, users trust the staff oflthe EIC. This trust results from

".many of the staff having prevxously ‘worked in a local school district. They

therefore understand the ‘pProdblems and needs of ‘users. Moreover, many have

worked in the actual school dxstrzcts that - are ‘served: by the center. Stgff

are thus familiar with the organxzation of the d;strxcts, know many of the ;

:tclching and ‘administrative staff as former colleagues, &nd kiow the type of

‘students. attend;ng the district schools. This experience enables the EIC

" staff to sélect information that is most appropriate to the user's particular

‘situation gnd, &8s a result, makes the EIC's overall services more credible
to potential q;ers.‘

‘Third, the informition given to users' is current angd approprxate

to their needs. The tiles of the information. retrieval service, for .example,

are being continuously updatcd. The most. recent 1nfornation -on most educa-

‘tional topics ‘is therefore available. The EIC consultants also keep informea
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" of new ideas 1n'their'pertieuler curriculum or administrative area. In
addition, the entire it;ff keeps informed of all state and federal require-
.ents that. school dietricte must conply with and therefore can provide
1nfornetion not orly on what the requirements are, but alao. on what the
districts must do in order to meet these requiréments. )

x> >

3. The Services:Are Based on Strong Interpersonal Ties

As noted earlier, many individuals on the staff of the EIC have
previous experience as teachers or gdmingstreters in the school -districts
that the EIC serves. A few members on the staff ‘also have worked in the
state department of education. Interpersonal ties’theretore have resulted
from these prior relatiqnghips and not only have made educational practi-
tioners more aware of the services that ghe~rzc offers; but also have led
users to accept the sérvices that are eveileble."xn ghort;'interpersenai

-7 ties have encouraged use and have established credi.bfl’ity. ‘

~ These interpersonal ties exist for many of the EIC staff. The EIC

director, for exemple, began -‘as assistant director of the EIC in 1967 when
the center was established and became the director in the fourth year.
!xce;t,for three and a half years as depﬁty assistant commissioner in the
‘state -department; the director has been in his éresent'position»at the EIC
since its fourth year of operation. Before his position as director of the
EIC, he was superintendent in-a district within the southern New Jersey

3 ‘region. The director has lived in the area served by the EIC for all of
these years-and therefore knows many of the individuals;who iré now: working
in the school districts. Superintendents of these districte and others on
‘the .district. staffs, have vell-establisﬁed‘tiesrto the EIC. Several indivi-
‘duals interviewed for this study cited these ties and: indicated that, as a
result, communication between the districts and the EIC about local needs
was especially good. Thus, *through informal contacts with educators within

LY

5 - the region, the EIC director is able to plan eervices and ectivities that
" will meet specific LEA needs. o . ) . .
Similar interpersgnalrties;exist among the other EIC staff and
iridividuals within the LEAs. The information retrieval service, for example,
has had‘the,leqe director for its 13 years of operation, and she\;iriell

known among local teachers. Many of those who provide consultant assistance

96 ‘




.

and workshops have also ‘been- in the EIC for a long period of time and have,
in many instances, come ‘to the EIC from local school districts. The result

of this has been that individuals within school districts generally know

-whom to-call for assistance or information on a certain topic and trust these

1ndividuals,toiprovide information that is most relevant to their particular

need. They are not intimidated by the staff at the EIC,. but are encouraged

" to use the EIC's services. . L

- ‘

Interpersonal ties are also maintained with individualsﬁfzﬁzp the
‘state :department of education. These occur in part through meetings that

are held once a month with the four EIC directors. and the deputy commissioner.
The director of the EIC also attends a meeting with the six couhty superin-
tendents. in the region egcﬁ month. During t%ese meetings, state priorities,
local districts,ngéas,Agnd the planned .and ongoing programs of the EICs are

discussed.

N
-

Interpersonal networking is also gbpgrént gmonq those on the EIC ’,ﬁ
staff. Although the 'staff is small enough that communication is relatively
easy and occﬁrs c@ntinﬁally, the- EIC director does schedﬁle,a full staff ‘
meeting each. month and meets Qifh'ali;p:ogrqm direggots each week. These e
meetings are a systematic and formal way of informing eVeryoye‘gn the staff

of program plans. In addition,” it is--a time when suggestipns;@n proéram'
design may be solicited and coordination among prdérams'mgy'bg-émphasized.

One outcome of these meetings is that program directors aﬁd others within
the,EIC often refer a user to their colleagues,at the center who are involved
in other projects that may address that user‘s need or who may have informa-

tion that may ‘be relevant to the user’s particular situation. . .

4. The Services Involve Mutual Exchanges

All organizations in the interorganizational a:’angements derive

. some benefit from their participation. However, as the organization from

vwhibh most useérs come, the LEAs. perhaps benefit the most. _7The LEAs, for
example, may call on the EIC for assistance on any: education topic and then
receive such assistance at minimal or.no cost. The assistance hay range from
asking for written material on a topic that will be- cover#d in a classroom
discussion or asking. for consultant assistaﬁceAQnAthg>procgsg_6 conducting
an evaluation of the tenured staff, a requirement of- all digqficgg'uhder

state law. The LEAs may also use the EIC's printing seryiqeslfgx designing,

-
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printing, and reproducing brbchuzes,*prégrim announcements; and cu:riculun‘
materials. All of these services are in demand by the districts vithin the
region, but cannot be offe:cd singly by any district because of cost. The
offering of these services through a regional agency, however, benefzts all
LEAs, because the services are provided in an efficient manner and. ate
" offered, usually at no cost, to anyone who reguests them.

The. districts benefit in geveral other ways as well. First, the

LEAs -a; receive assistance-from the EIC in writing p:oposals for federal

’ and state funds. This expertise, although absent among individuals in some

‘school districts, is present among-many individuals in the EI», along with

the necessary substantive knowledge. Second, the EIC because of its know=

"ledge of local needs, is able to assenmble districts with similar needs an3
suggest that they form -8 consortium for the -purpose of applying for state or
- federal grants. Such an arrangenment may enhance the quality of tne proposxl
yy brzngzng.togeghg: 1n§1vxguals wzth ngfegent capabilities and ‘therefore
may iné:égse the likeélihood of the proposal's being funded. Moreover, the
-amount of'fhndiné'that,the*éonsorgium would receive would. be substantially
greater than vhat any disrict could get on its own, and as a result, the
types of act;v;t;es ‘that could be gunded under such an arrangemént would
be more varied and zould operat%‘with greater depth and intensity. Tnxrd.
-districts often receive :ecogﬂxtxon as havxng an exemplary program as a
:esult of thez: being. part of the interorganizational arrangerent. This
occurs when zndxvxduals within the ‘EIC suggest that others ‘contact the ‘dis-
trict for ideas about -how to,improve a program or for information - ‘necessary
:o adopt the exemplary p:ogran or procedure. Because the EIC receives
‘TeJuests fromvschocl districts throughout the state and the country, dis-
tr;cts in the soutnern New Jersey region-often receive widespread recog-
nition. In addxtaon, the districts vxth exemolary p:ograms are he‘pxﬁg to
“disseninate their ideas. Four:h, the LEAs, ofspn use the EIC fac;l;ty for
‘their own programs. This occiurs -most often for adult education classes.
- < The EIC also benefits from the intero:ganizational arrangement.
‘Most 1nportaﬂtly, the EIC receives an annual allocatxon of funds from the
state to support a core servxce;p:og:am. Although the basxc state funds are
31311 relative to tie EIC's total budget, these funds do provide: the EIC
with a needed funding base and with funds ‘to support programs:to addrass

. .
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" state priorities. )ecanse state law has designated the EI s }ggaI/;ducation
agencies, the EIC may also apply for state and federal grsﬁﬁ;, and' it is from-
" these sources that most of its funding. Gomes.
,finallyyrthe state department benefits from its participa-

N .
,¢h82§9/f°f a small amount of funds, the
BIC is able to establish a orggram that is dirécted toward meeting local

tion in several vay-s.1 Pirst, in

needs, but is _operated vithin the context of state priorities snd goals.
Thus, state prio-ities are; addressed by the EIC services. Second, by designat-
—- ing the EIC a- local- education agency, the state has permitted the EIC to
receive state and federal grant funds, which are ‘used to meet local, as well
[ ’ as state needs. !hird, the EIC offers- some . programs for the state department,
h sucn'as:a program onvnutritionﬂeducation at the regicnal level. Thus, it

_uses the EIC to.implement,somefbf its own projécts.

" 5% The SerVices LAre--a Result of Formal Interorganizational Agreements

Py

Pew: formal agreements exist for the services that are offered
by the-EIC. !hus, formal agreements are not vieved as a salient explanation
for the siccess of the EIC's ‘khowlédge utilization services. Alt\ough an

overall 'agreement"‘exists at the organizational level between the ‘four EICs

&

tion services,. as.specifiedlinwthe<authgrizing:legislationeethis.agreement

‘ .may- not be linked to the extensive use that ‘the EI?s' servicesereceive.

;;,» A where it would be possible to find. a. formal agreement--e.g.,
between the EIC and local universities who sometimes ccllaborate in the
giving of .a workshop--one finds that no such agreement exists. Agreements
vith university staff who become- involved in EIC programs occur on ‘an adhoc

, ‘basis and are. not formal. Similar agreements with individuals at the county

"offices and other local educational groups are made as needed.
AT , l: C ‘
3 = .
-Although. the -benefits to the state department are clear from an. outsider's
perspective, they may be less clear to those in the department. For example;
the EIC's indirect cost rate is set by the state department and is determined
by the ratio of administrative ‘and business costs to the EIC's total budget.
Therefore, the more state and federal grant funds the ‘EIC receives, the lower
the allowable indirect cost rate. This formula serves to peralize an EIC for
its ability to. obtain categorical funds. -

N
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6. The Services Are Used As A Result of Complxence Conditions .

This s;xth theme was found to be important in expleining the use

of the EIC's services. As has been. mentioned previously, New Jersey law has

imposed ‘several requirements on local school dlstrzcts, many of which lead

the dxstr;cts t0 seeking techn;cel ass;stence from an -external source. The

T&E law, for example, regquires ell dxstriets to implement~sevéral‘processes

-over n‘five-year period, in order to assure minimum standards in the basx.

skiils. The procedures--e.g., the setting of educational goals, the conduct

of a needs assessment, the implementation of remedial programs, and the

evaluation of ‘the impact of these prograhs on children--are in many cases

ones- that heve not been,impleménted Previously. Considerable assistance .
is needed therefore to achieve the desired results, and, such assistance is ‘
sought- from the EIC, where consultants with spécific expertise in these

prooesses end in-depth. knowledge of the particular requirements. of the state
‘lews are eva;lable. When 1mplementet1on,ass;stencemfrom the EIC staff, the
o " school districts are able to satisfy the requiremesats, of various federal anad :
o state lewsu Later, if evaluat;on data show -that the dlstrlcts' programs have
not led to improved test scores (or other outcodes- on which program success '
C;Jn 1s Judged), the district may again seek assistance from the EIvnl' edap};ng

their exls ing procedures and programs or in lmplenentlng new .ones.
Because of the relative recency of the-gtate laws and other require- |

ments affectxng school d;str;cts, this theme may not .have ‘been as salient

severel yéars. ago as. it is,today. Horeover,>thzs theme does not explain the

use of every service provided by the EIC, because not. all ‘services. are

releted to leg;slated requlrements. Nevertheless. the demand for services

‘relating to compliance cond;txons is sxgn;fxcant and is one type of service
T for vh;ch ‘the .EIC is well known. In sone cases, the -user of the EI1C for
informet;on regarding state requirements has also created a greater awareness
on the’pert of ‘users of the wider range of services offered by the ‘center and
therefore has stimulated use.

g i Problems have resulted from this m;x of services . ‘a5 well, Although
locei deéand for services ranges from those ‘having to do with state mandates
to those related to the educational program more qenerally. ‘the state depart-
-ent,vould prefer the EIC to concentrate its efforts on the former type of
. sery;ce. Moreovér, the‘éepartment would_.like ‘the EIC to spend any slack

P 5w
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gesources (funds and staff time) on services for those districts that have
b.cn deszqnatcd by the: department as . particularly in need of issistencé—di.e.,
districts with test scores below ‘the minimum standard. Other services, the
department believes, should be secondary. Although. the -center is trying to
ocoonodite this concern by being more proactive {n its cfforts than it has
4 been in the past, an explicit setting of priorities. with respect to the types
of sérvices that ‘should be provzded and the basis for service delivery has
not been cstablished. Instead, the EIC makes a point of respoading to all
requests for service in 4 timely manner and ‘without bias.

The .absence of an explicitly stated priority that the EIC will give
prefercnce to serving high need districts, ‘however, 'has contributed to -criti-
Cism of tne EIC by some state department staff. 1In addition, the inability
of the EIC to evaluate the impact of its. servzces in terms of improvements
in districts' test scores has led some to question the value of the ‘center.
Lurrent evaluation data consist of documentation of the high nuitber of usérs
of the EIC and these are not berieved sufficient Jjustification for the EICs'
continued support. Whether the§EIC's -annual appropriation is increases or
-decreased in the next few years may depend, in part, on the extent to which

- the ‘needs of districts below the minimum standard are -served by t.... EIC.

7. Tne Servzces Reduce Conflict Among the Participating Organizations

This last theme was not significant in explaining the success of
the:EICfs-;ervxces. In faot, as has been noted, conflict does exist between
- the state deoertment ‘and the BIC on .some issues,\and this conflict is. occa-~
x:ionally‘orobiematic. Nevertheless, the servzces continue and are used:

—hGlVlly by indivzduals within local school’ districts. >

’
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PERSONS INTERVIEWED FOR CASE STUDY

Educational Improvement Center-Sotth.

y

Mr. Sherwood Wilson
Director

n;: « Arthur Rainear
Assistant Director ) .

Ms. Biilie Chambers
-Consultant; Basic Skills.

Mr. Frank Jansson
Consultant '

Mr. Ron Zucca _
Director of Communications X

Mr. John Dougherty
Mr. Howard Surshine ;

Ms. Helen Groff ‘ ,
Director, Information Retrieval Serviceé
Ms. Susanne Richert . -
Consultant; Gifted and Talented

GlassﬁorotPublic,Schéols

Mr. Steve Kalopos o

Superintendent

Wi: Sam Todaro - s
] Assistant ,Superintendent
. for Personnel

‘Mr. Nick Mitcho
‘Assistant Superintendent

&

for Public Instruction

Mr: Ralph Hollénbeck .
Princiﬁ@l,,;ﬁkegme¢iate School
Ms. Mary England .

Teacher, Intermediate School

2

Mr. Myron Servenka -
Teacher, Intermediate School
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Gloucester Township School -District
Mr. James Lilley t .
Nperi;ntendent o

Hr. Edward Wolf
Assistant &xpetintendent, Special Services

' " Ms. lucille Gross
Program Director

Mr. William HcFadden .
Principal ) . .

Mr. Nick: Sferrazza

"Mr. Don Ulrich
Principal -

- Mre. Ralph Skeels ¢
. ’naacher

- = —

camden County Office

Mr. Donald.Beineman ) -
Superintendent ..

S e

New Jersey —Départmeht .of Education;
s T ""w:.lliam "Brooks 4
- ‘m‘—--—~Ass&stantmpeputywan@mis,sj,qneij_.w o

County-and Regional Services . :

‘Mr. Joe Picogna
_-Special Assistant o

’ Mr. Clark Younger

‘Mr.. mbert “ak N
Acting oirectox:, Title Iv-c

* D P

Ms. Zvelyn Ogden. 7
Research, Planning and Evaluation:

P
Py

-

w0t

Al e e e e e St et < -




\ ,
v - 5
‘ k 1
X
|
:
. L ’ |
o s e s w et i oGRS E L STUDY. NOe..33. . | !
. 4 N 1 “ '1

i

, “THE Non'mznm E0LORADO: souca'rmtm. ‘
R . ____ BOARD OF COOPERATIVE -SERVICES." - -

. -
v
d .
. .
~
" .
- |
. |
- .
) K e ———— o — - — i o ‘
~
|
. |
- - .- - - . © e —— —
- ’ -
.
. .
- |
3 / |
|
e — - . « 1
* M M LY
& w
. ,
N I : - . |
o 4 . @ M ;
N . . .
< v > .
AN . v .
t, . M * LR
° » 3 ~ tl ¢
? - .
A ’ K] :
.
* .
B x
' . FA
N :
3 . ..
; v
-
= - [] - — e d
— . e . .
~
R -
.
.
,
. . . ¥
. . .
Q : 105 j 15
: . L
E lC 3 : - N 1 * . v
K “ . . i . 3
r
Mo v 3 L S, '
P . .
. . - <
N ’



I. INTRODUCTION

. Providing educational services in the state of Coloredo is Aiffi-
cult beceuse of problems of geographic distance and accessibility. Colorado
is a highly mountainous .tate which rates eighth in geog:gphiq‘ size but only I
30th ‘in population among the United States. Nearly 1300 public schools. are {
presently organized into 181 school districts. These districts are part of
13 edocetional planhing regioné which. encompass all of Colorado's 63 counties.
Héxeove:, 17 BOCS (Boards .0f Cooperative Services) have been created to serve
local .school districts on a geographic b"asi’o. (Fiqure 1 presents a map of
_.__Colorado,._showing the areas cer:e’d by the BOCS:) 'lf‘hese_ﬂ 17 BOCS provide-
|
|
l
|

"

intermediate -services and organizatjon for solving educational problems.
However, school dieﬁricts in ‘Colorado need not be men}bers ‘o,f' ‘BOCS, and, @‘tN
present, .approximately 11 out of the 181 -existing schodl districts are not’

iemb‘e:o o

The Boés's‘,,Piace— in the State 1§Ys€;ein

“ ~ B - »

Like other boards of cooperative services in the State 6f Colorado, -
the Northern Colorado BOCS is of :I.nterest: because it exists and functions
s_ol,ely;.et-the._aispretion of the local bo"ards of education which perticipatfe
/in it. ‘The basis for this arrangement is found in the constitution-of the .

State of coiorago itself, 'me oonStitu;ion establishes the framework for ‘the-
' 'p‘ublic education system, plaoing\ the burden of publ_lic‘ instruction squarely on
vy . the shoulders of the local boards of. education. “The autonomy of local boards
of education is guaranteed by a constitutional provision shich specificany
: ptohg.bits -either the general egsemb1y= or the state board of education from
_—prescribing-learning-materials. Additionai legislation. passed in 1965
further- guaranteed the. power and eutonomy of local school districts by giving
them- the euthotity to make. contucts vith individuals, corporat:lons, Indian
-, tribes,.. ocal, state, and federal government agencies, and governing bodies

"~

e,
.
e
.

»
e,
ey

of colleges and univercities. i - D




Lot

S
6

ol¥y g

OUTH bt

o

Figure 1

MAP OF THE COLORADO BOCS
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/ A basic problem arises with this autonomy, however, in that it
is still'mecessary for the districts to provide desired ediicational services
-at reasonable cost while preserving their own autonomy.. Tor example, the ‘
Colorado accountability law tocuaes on educational improvement, career
7 education, special education and bili gual education. laws have also been
B enacted to advance education in the 52ate of -Colorado. Both the legislature
and the State Board of Education encourage school districts to ‘support basic
skills development, and the legislature and school districte are currently
developing a proceas of 'tate-wide testing.‘ The difficulty is that no funds
are provided by ithe. legislature to support these priorities and nandates.
rurthermore, an amendment. to the législation says the atate budget can be
increased by only seven percent per year. Thus, although the state's popula—
i tion is growing, the Colorado Department of Education proyide;*little“help to-
the school dietricts and in general‘appearc~to be- weak whén compared to other
state departments of education. ; 7 \
An important consideration; given the emphasis on local autonomy
) .« 4in. chool districts, is the fact that during the 30-year period prior to. 1965,
e the: number of achool districte in Colorado was reduced, from 2,000 tc the
-present number:of 181. This consolidation,effort,,led by the state departe,
neﬁt,fdid’threaten the -autonomy formerly enjoyed by the large number of
)v achool districts. ‘Among the remaining 181 school districts, there is wide-
spread auepicion that the 17 hoards of cooperative services which cluster )

‘school districts on a geographic basis may, in fact, only be a step toward

further conaolidation to-a. lmaller ‘number of ‘school diatricts which would

further erode local autonomy. S . e

* It s also important to note that the legislation vhich permitted.

\ the formation of the BOCS was passed as recently as 1965. The act; vhich was
clearly permissive in -nature, established guidelines for the creation of BOCS
“wherever feasible". The permissivé nature of the: legislation reflects the
emphaiia on local .school board autonomy. ‘Presidents of two or more local
hoarde of education may call a meeting of .interested school boards to gauge

' the level of interest in forming a Board of Coorerative Servicea. Only those
. . local school‘boards that ratify a resoluticn to organize the BOCS need to
cooperate. since the BOCS -functions as a service agency t0 autonomous local

" school boards, it may develop new programs. only after needs have been. identi—

[ — - ~
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‘fied ‘and the commitment of member school districts has b¢~n established.
The -BOCS are not, howeyeg,-fo;naily—recognigedwin—eny~vey as being part of
the state department of education. ’

‘BOCS Structure

- Each BOCS has a board of di;ectore,comp:iqedjof representatives of
the local school boards. * Bach BOCS also. has an advisory council made up of
the luperihtendents~of the participating school districts. 1In edditién,’
local lchool dietrictl also ‘have the pcwer to ratify all the decisions of the.
!OCS that involve utilizing local school district finences. staff,. facilities.
and equipment. Because no BOCS has any taxing authority, each -one exists

_solely at the discretion of the sember school districtl. Even after specific i
BOCS programs are decided uypn, local districts may ltill éick‘end choose

those in which they will participate. This means thatfthe‘gpcs,must adjust

staffing and financing to cater to those school districts that finally agree

‘to participate in e.given_pfogtem. At the same tibe, even'though,eidistrict

is .a member of one BOCS, it may also contract for certain services from a

‘BOCS .of which it is not a member. Furthermore, a school district which is

not a neﬁper—o: any BOCS may also contract for BOCS services if it,lo desires. “
'rinelly; a. school district which .is a ‘member of a BOCS m;y withdraw its

Qeﬁbershib whenever its board feels that the BOCS ié not meeting eiy of its

A%
e

needs. ’ ) ‘ ‘ » . ‘ ~ _ .

The precarious situation of the BOCS is made worse hy'tie fact that
the stlterbepertment oﬁ'iducation sees the BOCS as an arm of the local school
di‘tricts rather than.as an arm of the'state bepartnent. The: financial . v
dmplication of this philcsophy is that the BOCS must- provide useful services ’
to- the local school boards in order to be supported. The state itself pro-
‘'vides only $10,000 a year to ;eeh;noqs,fo: its 0peration. The :est of ‘the
‘BOCS. finances must coqé from state and;fedegel ggents, such as thpieveveilr
able undeg.the>vegiousntit1ee of ESEA, and tﬂe gees‘cherged':q; locally p
contracted ;ervicep. ’ .

‘The programmatic implication of -this philosophy is twofold.  First,

menmber districts may decide not to use the BOCS, but to operate the needed
services themselves. 1In this manner, funds would also be retained within ‘ -

the—ﬁza, and not transferred to the—apcsv-—Seeondr—eéen-vhete—theéaocs—does

provide -the service, unequal services may result, because those districts
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able and willing to pay for the services will receive more of -them, yhefees
‘the poorer districts may receive very few services. These problems must be
confronted each yéar, when the BOCS director proposes an agenda of possible
services.. Por the Northern Colorado BOCS, specific BOCS ideas have -even been
8dopted by an LEA, to initiate the nev service from within the LEA, eed'noq
the BOCS.: Third, the BOCS must present its proposed eéepde,on an. annual
basis. During 1980, most of the Northern Colorado BOCS's was not accepted,
thereby making: it difficult for the BOCS to plan and allocate its own re-
sources for the coming year. This procedure poses a ehroaig 1.ek~ef \
. continuity for the BOCS. N ’ ‘

The ﬂorthern COlorado nocs : .

L3

The Northern Colorado BOCS was eeéeblished in 1970 by 'six school
districts which formed its initial membership. These districts covered

‘approximately 8500 square miles. Theztopograph§'of this area -ranges from
intensively farmed valleys to mountain peaks bigherrehan,1d.ooo feet. The
communities served range from small rural farming communities to fairly
sophisticated suburbs of the city- of Denver. ‘This BOCS serves e?prqximiteiy
82.000fe;udents and. nearly 5,000 certified teachet;vend’edmigietretérs.
distributed -over about 160 school buiidings: School buildings themselves
.range from one-room structures to high schools with enrollments. in excess

of 2,000»stndeﬁtsa“!he BOCS eurrentlyAemploysAepprofimntely‘e-dpzenuprogesé
sionals- and a qezen,clericelvstaff gndrie located in the city of lLongmont,
Colorado, which is approximately 35 miles norfh of Denver.

I . . !heiNort@ern Colorado BOCS's major services inclnde:

o ' data processing (both,t;qeneiel and. student data); /f'

3
o research and evaluation services which are available
- to member districts or others who wish to contract
for them;

° eteff’deveiopment and coordination;

: i o product 1nnovation and curriculum development
. and distribution; and P

o information retrieval serv1c1;. : o

“The Nortﬁern Colorado BOCS also administers several programs on behalf of
- the state départsment, including: - - —— :




o the Coloradc Migrant Child Identification and :
. 1 Recruitment project;

the Nigrant Student Worker Transfer systii: and

‘the Colorado state facilitator project, -which is
part of the National Diffusion Network.

(Figure 2 presents an-organization chart qk the BOCS.) A njor-t;bldrvation, 3
is that the Northern Colorado 20CS -does not provide any direct educational
services (e.g., special education programs).

The BOCS is funded by member school districts on a per pupil :basis
and from a combination of specific program grants and cgnttaéts from private,
state and federal sources. At one time, in the early 1,970':.’ the activities
of the BOCS were strongly supported by federal gr;mtg and ;ohttactl'. li?st of

these awvards have not been renewed or replaced, however. Thus, the current

funding. sources are i:ropbrtidﬁltely as follows: local district {base ;uppott ),

15.3%; service conttact with member lchool diltricts 26.5%; state-grants and

contracts, 26.4%; service contracts “with nonnember districts, 7. 0\; tedéral
grants, 12.4%; income from private sources, 1240,

In recent years, the Northern Colorado BOCS has ‘encountered gerio\;s
budgeiary problems. BOCS staff have as A result been reducgd. with: key posi-
tions only filled on a part-time basis. In addition, beginning with_the 1980
lch'ooi"ﬁr\, one of the lix member districts uithdrew from the BOCS ar'rang'g-

o

lgcond distgict n‘ay:allo '\qithd.uwf 1:3'—1:he near fu;ure. .
‘For the ‘present study, three types of knowledge ‘ﬁtilizatiqh .activ-

ities were identified. These included:

~ 0 . information :ettieval lervicen

"o the conduct of workshops and 1nletv1ce training for
+ staff developmentj and

o, linkage activities which involve relatively intense
and enduring contact between local users of a service
and linking agents of some- lort.

Qil. ‘three of these types of gct;vitips ny:be found ir .operation in the
Morthern' Colorgdo- BOCS, -and each will be described in more detail in the next

section.

1
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" These figures come from the 1979 Afnual Reports
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- Figure 2
NOR‘I‘HBRN COLORADO- BOCS- ORGANIZATION ‘AND, MANAGEMENT .
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9

.

In general,’the interorganizational»arrangement releyant'to the
Northern Colorado. BOCS knowledge utilization activities includes agencies at
;g@Q& levels. PFirst, at the state level, there is the State pepartment of
‘Bducation, particularly the Office of’!ield Services within the State Depart-
ment of Education. sAleo at the atate level is the Colorado state Library.
At the intermediate level is the Northern Colorado BOCS. At a third level
is found- ‘the. participating- achool districts and their member achools.
Finally, a fourth level includes outside organizations that are peripherally
involved, Yuch as a number of local universities whoge staff are available
for conaulting:or'for some teaching: assistance; these institutions also pro-

Vide;graduate;credit for teacher recertification or promoiionipurposes in

connection,ﬁith staff development activities of the BOCS and the lecal échool

districts. (The general ‘pattern- of interorganizational ties is illustrated
-in Figufe 3 ) ; -

‘. ‘However, the different knowledge. utilization activities occur in
somevwhat different ways and the form of any- given knowledge utilization
activity varies; depending upon what school district is involved as the user.
an adequate basis for describing specific knowled e utilization aervices.

Por this reason, the following subsections villescribe separately the three
knowledge utilization activities studied in connection with the Northern

I

Colorado BOCS. In each case, however, we vill also ‘attempt to point out how ’

‘the three activities are related to each -other. ¥ -

o

nformation Retrieval Service

Backggound. ‘Between the time the Northern Colorado BOCS was- formed
{in- 1970) ‘and 1972, information retrieval services were supported largely by
two grants in the amount.of about $470, 000, Then, from: 1972 and 1978, the
.State Department -of Education ‘had a contract with the BOCS to do all of the
atate ] reference eervices,.assisted by bibliographic resources from the
University of Northern Colorado. "However, since 1978, the state library,
vhich ie part of the state department of ‘education, ‘has been providing these
information resonrces, supported by an NIE atate-capacity-building grant

-

which is known in Colorado as Project Access.

113
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) The present BOCS information retrieval service is therefore part

of Project Access, which is in the fourth year of its five years of federal b
funding. In anticipation of the ending of this award, the sgtate department
has integrated Project Access with other state activities covering such

programs as career education, adult education, -and community education,

in an atteipt ‘to develop a more general linkage network for Colorado.

Although the BOCS contihues to provide information retrieval
‘services and does some local needs-sensing,

this is a regional service and
has a 'sunset‘lav' of 365 -days like\ all other BOCS programs. Thatiis, each ’

spring an annual\rev;:i\is conducted and priorities may shift. Again, this

reflects the autonomy.of the local districts and the ‘need for the BOCS to
provide the kinds of eervi\es that the member districts want. X el

-
-

Nature of Services. To enable educational resources to be made

available to teachers and. administrators, the BOCS employs a Director of

Information Services, currently uorking on a part”time ‘basis: of about 75

percent. This individual provides the link between many sources of informa-
‘tion .and educators who need this,information. This. includes information -on-
research, evaluation, curriculum guides, teaching stratégies and. -activities,

exemplary . programs,/and administrative support.. The ‘related knowledge

utilization activities take the form of -computer gearches of various data

‘bases, journal articles, program discriptions, or references to. other

resources. Computer searches are-provided at no cost and entire documents '

a ,z’(on.microficheﬂmay’also\be;provided'at no- cost.

\ Each member school distri:t has. identified-an individual who is
‘célled. a. gatekeeper' who first rec ives all the district requests for

information. In some districts, the building principal must approve the
.Yequest “before it goes to the gatekeeper. (See Attachment A for a sample

‘request form.)' This is to prevent teachers from using this information

: ) service for nonclassroom purposes. The requests then go to the BOCS Director
of Information ‘Services, who in turn asks the State library for a computer

‘séarch, if desired. When a search has been completed, the BOCS sends the

Tesults of the requeést, which may be a computer printout or hard copies of

* we should also note that the BOCS executive director indicated*

in the interview with him that the IR SerVice is now the smallest function
-at the BOCS.

’
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articles, back to the district gatekeeper for’diatribution to the teacher,
administrator, or in some cases the advanced student who -ade»the‘reduest.
There is no direct -contact betueen-the user and the BOCS Director of ln{or-

. mation.®* Nevertheless, each request for information is individuali:ed'bx
the BOCS- director of infornation services in the following senae- neleVant‘

' abstracts are. highlighted on computer printouts: journal articles are - copied\
‘'which support the subject being reaearched; and a letter accompanies -each \
request, describing the contents of the search,. how to go about ordering
'vholevdocuments, and who to contact in the school district if additional
help is needed. (Figure d.diagrams,the:interorganirational.arrangemeaf )

. Three types of information searches are ptovided: 'Computer only
searches in which at least two bases are searched and a printout is:pro-
duced; “computer and manual® searches, which include the above as well as
the manual or hand aearch ‘for general articles; 'manual only"” searches, in
which journal articles and technical assistance are provided.

On-line demonstrations of computer searches conducted in the school

districts have served to qulicize.this service. In addition, the gatekeepers

in each school district; and in many cases the librarians in’i;dividual school

‘buildings, produce their own printed materials. to announce thefavailability
ot the service: ‘ -

Curiously, although: the information referral aervice and the NDN'
state facilitator project are serving closely related functions, there
appears to be very little formal ccordinationcof'these two programs at the
nocs. interaction'betueen»thearespectiVe‘directors—or these two programs:
aeems to-be: irregular. It should also. be pointed out that the aocs seems to-
conduct relatively little outreach, dther than initial on<-line demonstrations,
related to its information ‘retrieval service, a problem mentioned by several
building-level respondents who weré interviewed.

Service Outcomes. !he BOCS information ‘service -seems to be exten-‘

.sively and- appropriately used. A recent status. report. is shown-in~muble Ay

and the data nay ‘be summarized as follovs In the year from March 21, 1979
through March 10, 1980, there were 113 computer-only searches, 118 manual and

computer searches, and 46 manual-only searchés. This means & total ctf 231

* Such contact flourished prior to March 1979, when the BOCS
Services were not part of Project Access.

S




% - v ] é
- B o |
i&o 3 \ A
Pigure 4
ORGANIZATIONS INVOLVED IN NCEBOCS INFORMATION. RETRIEVAL SERVICE
s . .,\ - -&,
- WCEBOCS o
. - Information - University
¢ Retrieval Service ——{ Libraries
y ‘o state library '
y \ : supported by
: ' WIE funds g ' T
j‘ N . (Project ‘ 7,
: k Access) :
;. ‘ i
Colorado’ )  LEA Gitekeepers = | .
‘Department. (Library & Media Centers)
of Education | S . :
i - hY
\\ i
. - L
H
A - - _ . - o
| Individual School N
C ] . | & ‘ A ST
' ; Administrative ‘Personnel )
i
- . :-' N
* ]
117




Table'})
A}
Status ‘R’epor:t,- Project Access
) . January 8, 1980 p
ro o et wtmputer-snrches cunp'leted by Northern Colorado. Board of Cooperative Services
from March 21, 1979 through®January 1, 1980 - 206. )
- . ., Mams’ 45 . .
. KCEBOCS 40. T
" Boulder. o
. hark 8 . .
] "Wdré . -‘9 . . é ,‘v ‘ :,: « _ .:
‘St. Vrain. -40 . o . s, )
; " Thompsofi- 26 . > S " v
2 , October 1979- - November 1979 December 1979 . .
Computer. . 3 2 - 25 ' )
Computer & Manual. 5 " 25,
Marual Only 9 5 . 0 :
: l@maﬁ-'ki»‘séarces 1 0 1 « '
Adans 5 3 . 10 .
-NCEBOCS 2 0 20 .
. .. Balder ~ 9 12 12
zn’rk: L ’ 0 0
' Poudre 0 . 4 3
S L .
St. Vrain- 9 4 0 T
- Thompson: 8 P 0 .
¢ ‘ [y N 4
_ SOURCE: Northern Colorado BOCS, 1980 o
z . .
i M 7
. e o ) 118 B .
u - -
B <4 b
128 .




ot
A\ ] -

‘ computer searches and 164 manual searches were conducted. ‘Also, hundreds of
licrofiche and; journal articles. were copied and sent out. to the requestors.

y L. This- is significant because the users do have alternative _sources

for. the same information. Yor’ example, anyone may use the state library

directly. rurthermore, there are three major universities in the area whose .

¥

facilities may also be used. In addition, school districts and in some cases
schools themselves may meet teachers' requests from among their own resources.
,rinally, teachers may -also contact district leVel specialists in such curri-

A

'cular areas as reading, mathematics, and social studies, whose job it is to

remainzcurrent on teaching methods,and new approaches to programs in their

, specific curricular.areas. : - :

%. ‘ ' . User satisfication with the gervice varies. Although'the Director
l of Informatﬁon Services at the BOCS reported that the feedback that she

\ eceived was- generally to encourage more service, .some of the users with
et ' whom we ‘spoke at ‘the district level did report some complaints. Complaints
2 about the service take.the form of concern over the turnaround time, ‘which

it fruhs from 7-10 working days, _and also complaints about getting computer

printouts -as. opposed to hard copy. _Other complaints dealt with ‘the bureau~
‘.cratic nature of this serviceq As- the above description suggests, there are

mahy levels through vhich»a request must go. The principal of one of the ’

schOols vho vas identified as an information service user reported that, as
———-w»-n»the—service~becamemincreasingly‘bureaucraticized, his use of it na, declined:.
As one overall observation, -there is no systematic follou-up on requests,

either by the BOCS or the. gatekeepers, that would give service providers

=

;access to this kind of feedhack. - f ’ ,r‘

|

H

Any interpretation of these outc“es must not overlook the impor=-

e A, -

>

‘tance: of interpersonal relations in this knowledge utilization ‘activiiy. Por
‘example, district library and media coordinators were chosen as the gate-

keepers, -and this choice capitalized on- ties that these individuals had already *

developed. For example, one had served in several schools in the district as ..
'a.librarian.-»Another one of the gatekeepers previously worked. in another

‘BOCS as ‘a media. director. The- extensiveness of the interpersonal network was
*supported by statements from the teachers who are the users of these services..
For example, teachers reported knowing one of the gatekeepers when the latter

was at one of the schools as a Title I research.persgn.
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“The BOCS Director of fnfornation‘servicei has been in her present
poaition for 10. yeara. (Previously she had been in the Boulder, Colorado
achool system doing infornation retrieval work under Title III.) The gate-

- ‘keepers were already familiar with her before they became gatekeepers. R

‘ Moreover, tﬁe Director of Information Services also has a network of contacts ‘

a at the. state level. ipele includejindividuala=!ith the state library system
N _ ‘as well as the library at the university in Boulder. ;These contact; alde

provide the Information Services Director with work space: in fact, one of

. the complaints about the Information Service is that the Director .of this
. .. service ia}not always reachable,,aince.ahe is sometimes working at these
. other sites. n )
' ruture Changes. ‘The IR service is in a transitional phase, ‘because

Project Acceas As in the fourth of its five years of funding from NIE. One
possibility being ‘explored is. to expand the scope of- operation to cover auch
functiona,as—accreditation and accountability for school improvement, which
in turn implies the need for expanded training. Current information special~
ists vould be given inservice training so that they could help the local
‘school districts wWrite proposals. Ir addition, thev uould get technical
assistance from- the McRel Education ‘Laboratory in Denver.

At the state level, Project Access has already been integratéd

- . ‘vith other activities, to develop:a more. generalized linkage network for

. Colorado. *nowever, this shift can also poae ‘new- problems. As the informa~-
.- tion: oervice currently_operateqL_the key actors ‘at the BOCS and district ,
level are people with library and media cervicea backgrounds. If the goal
of the,Project,Accees staff is to become more closely allied with other
2 " curriculum activities such as -adult education and community education,wthe 4
"ji'hcv'iérvige villftnen require curriculum apecialiata rather than librarians
ae keY*individuala. !hua, ‘a. network which currently seems to operate very

»

lmoothly vould ‘have to be restructured»

Staff Development Activities

Backggound Although the Northern .Colorado nocs has been engaged
in staff - development activitiea and workshops for some. time, its staff
A-developmentiptogran_haa.onlymbeen_in existence since 1977. As it presently‘
) operates, the program ls rather ‘small in scope. It consists of four mini-
5 ‘fi »courgegaand a few workshcps. (It is important to note that Colorado has
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‘never had a teacher center award, athough several epplicetiona have been &
-ade.) The BOCS: ‘has only a very anall staff involved in its eteff develop~
ment program. Theé Directgr of Staff 'Development has only been at the BOCS
for one year, and'she only works at a 70 percent part-time level.

Nature of Services. The hackbone of the staff developnent program
is a set of‘four ninicourie;, ‘The firat course is called 'effective ques-
tioning," in which participant teachers learn how to increase the quality
and amount of pupil involvement in class diacussions. ‘The second course is.
on—developing_cnildren'a oral language, in which teachers learn gtrategies
to help - children learn how to speak Aand think with more precision. The third,
course is called 'organization-independent learning at the primary level.”
This involves a set of - organizational procedures to instruct small groups
-of children while the remaining children: in the class work independently.
-‘Finally, the fourth course ia~called 'higher cognitive questioning,” in

which teachers are trained to ask higher-order questions and to: evaluate-

" the quality -of student responaes in the upper elementary levels.

The miricourses are operated in collaborationAwith,Colorado State’
University. In this collaboration, the BOCS handles the.logieticg“and
acheduling*o:,courses,_and,proyidec usable materials, including materials’
related to recordkeeping and reporting to the distriéts. The BOCS also
keepi,recordszof participantsAend'nakes the‘reéorts required by the univer-
sity, which in turn gives formal academic credit to participants. This

crgdit'can be for graduate-courses,—for purposes of recertification, or for

) proﬁotionq In general, the BOCS provides the training, sometimes with the

eaeiatance of university profeaaora: In addition, the aocs trains district

field coordinators who serve as. e liaison between the users of the mini~

- courses  and the BOCS; these field coordinatora also manage.-the scheduling

of courses within the districts, provide the naterials, keep the records
required, and nake any necessary video and audio equipment available to the o
participants. !here are also vell-de:ined reaponsibilities for the adminis-
trators of the buildings wvhose teachers are participating in these courses.
These reeponsibilities include supervieion of the actual use of courses by
the teachers who' ‘have taken them. ‘

There are other staff develo%ment activities in addition to the
minicourses. Currently, thehnocglis fnvolyed in developing - materials in

: -2
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‘several areae--e.q.. concuner education, Colorado hiatoty, nutrition: educe-

+ *  tdon, and environmental education. ‘Some of these include inservice training.

1 This is particularly true, for example, of the environmental education pro~ -
graa. In additiOn, there is a Migrant Education Program which also involves
‘some inservice. and. ataff -development.®* This _program: revolvea"around early
childhood education, -athenatica, xeading, and oral language developnent.

¢ Staff development involves inplenenting and maintaining an effective manage-
ment system, develbping and implementing evaluation (including district needs
assessménts), training staff in the development of curriculum and materials
'and'pgéviding for extended staff ttaining,in tne i@plenentation~o£ these
»cu{:iculuq materials. Although providing a vatiet& o:,ataft»developnent
‘activities, the liggant education program.at BOCS is not conaideredrpart of

T f the,ataff'deVelopqent‘progran and has a completely separate: staff..

7 It is intereating to .note that the BOCS Director of Staff ‘Develop-

ment' operates very much as a linking agent. ‘She helps local school districts

prioritiee:their needs and:natchés them up with materials and needed training.

in:additionbto-naking the arrangements with COlotado,State UriVeriity and the

University of Colorado for graduate credit in ‘connection with the staff devel~-

opment program, she also makes the necessary contacts with. the State Depart-

ment of Education. Purthermore, she: has identitied the ninicourae contact T

_persons in each school diatrict. uho ‘are curriculum people with staff. devel-

opment functions. She ‘fosters interaction. betveen theae local school district

people, ‘and- even. uniyeraity people are beginning to become Adncerested. When

appropriate, ahe,calls on this group of atafi,develcgment people for substan=

‘ tive matters, so she has not only done .a great.deal for building a network.

but ghe:also seems to know how to use it eftectively. In addition. to con-

ducting a series of vorkahOps, ahe alao provides the ineervice training for

- Project Access, with the,BOCS;Director of Information Services.

?

o . s

RN

. The BOCS has implenented a :egional migrant educational resource
- center to provide technical assistance to member school diatricta ‘who enroll .
migrant children: Technical assistance includes nanagement, evaluation,
curriculum development and staff development, specifically dealing with issues
‘relating to migrant children. The migrant resource center ia supported by a N
contract with the._Colorado Department of zducation.
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These important networking activities also serve useful functions
in connection with outreach. Attempting to overcome low visibility (which
results from the fact that the BOCS itself has maintained m low profile over
the last couple of years due. to tinehqiel problems), the Director of Staff

-Development is now engaging in several outreach activities, including doing:

presentations for national organizations, ‘developing an orgenizetidn of
staff development beople in intermediate educational agencies, and making
hereelf known by attending meetings in local echool districts. She has also

-developed an. instrument for eeeeesing local needs for staff development and

is now beginning to get calls from :schools. She- herself reports thet she ie
becoming more active in announcing herself and the services of the BOCS.

Part of the activities of the Director of Staff Development include
needs-sensing in the school districts. For exemple?';: e.eehool;dietrict.
calls with a proposed solution to a locally identiffe§ problem, she helps
ecreenlpotentiel eolutioee and- challenges theireidentfficition of “the problem.
In this regerd ehe interacts exteneively ‘with the NDN state fecilitetot at
the Bocs. The etete facilitator serves as a source of validated programs,

‘awareness materials, and resources for staff development in connection with-

the National Diffusion Network:. (This will be discussed in greater detail

_in the next eubeection of this report, but we ehould note that the. Director

of Staff Development -serves an important linkage function in connecting the

state facilitator vith—ecbool districts.) The 1nterorgenizatione1»errengemeﬁt

for the staff development service: is depicted graphically in Figure S..

Service Outconee. During. the 1978-79 school year, 111 perticipente
took the ninicoureee. However, the perticipente came from only three of the
six school districts in the BOCS catchment area (see Table 2). An evaluation

©of the minicourse program-for the most recently completed school year reported

that-the minicourses were well-received by most teachers. [Frequent mention
was made of the clear and well-organized presentation of practical teaching

skills.. coneequently. plans vete being -ede to continue the -inicouree

' ipngiap,for the,follqwing academic year Bouever, ‘there are no data to
-4ndicate whether these mini-courses have resulted in the implementation of

4mproved élegsrgem practices.

Although these school districts do make use of the minicourses in

‘connection with staff development, the districts.tend to have their own

B
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‘ORGANIZATIONS INVOLVED IN NCEBOCS STAFF DEVELOPMENT SERVICES
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' - '| Development Staff | . / |
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Individual School and /
Administrative Personnel | 3




- ‘. rable.-2

. < .
i SUMMARY OF MINICOURSE PARTICIPATION, SCHOOL YEAR-1978-79 »
g . Minfcourse College Recerti- District - No. of : N
b "No, Credit ) fication ‘Credit Partici- ’
. Atr Hese, Credit pants
- Ld _ - ‘ * . N
L I I 8 . u 3 1 12
) - 8 1 . 2 2 2 5
. 9 6 o 18, — ——— —
Totals - 15 L4, s 3 2 -
. . . [ ]
. — - ——— -
e .. ZPOUDRE 9. o , 5 5
' ' .
7* o - = A>‘ — o '] - i .
THOMPSON - 1 2 TR 32
R 2 20 T 20 i
8 20. . 40, i 20
9 . N 233, N
Totils 0 V29 . 1 8 ,
] ] - -
N 2 2 . - N ) N
- - [ 0 - -- B ; ’ E
N € GRAMD TOTALS: - SR < 10 -3 m .
- . [} . (] . ~ [ - R
= g = — = ———
-5
0 . l ,4]
'Collezg credit hours were received from the University of Northern. Colorado-as Quarter Hours. b
Minicourse 71 - 3 qtr, hrsii Minfcourse #2 - 3 qtr. hrs.; Minicourse /8 --2iqtr, hrs,; .
~ Hinicourse #9 - 3 qtr, hrs, :
\"x:“ ,&:.;LA!\"
SOURCE: Northern Color
' - r~ -
. ~ 138 - : B
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prograas which sre:sors importént and larger in scope. Thus, interaction

with the BOCS day be linited to the minicourses or to participation on. the
stsff'devslopient,oéiﬁittog,of the BOCS. Although the WON state facilitetor
also serves as an sGOption/sdsptstion resource in stsffﬁisvslopnent, and the .
state facilitator is located in the, 3OCS, the BOCS itself does not sppesr to,’//
get credit for this. School Aistrict staff coordinators may also go to the )
BOCS for training in some topic--e.g., needs assessment. Then, howegpr, the

coordindtors return to their own school districts snd provide ingervice

model.® This isa disgnostic and prescriptive spproseh to teaching, and

training for'their own ‘school district stafi. Thus, the local school dis-
trict stsff Bay not be aware thst the training originated.at the BOCS. The
district stsff development stsff also can link directly to universities who

-will hire. thsn as instructors, so distriqt -staff trainees can get college

credit without going through the BOCS. Pinally, there are district-level .

subject area coordinstors who are trained to- develop proqrsms in their

'respective substantive sress.

_The existence of these slternstive sources of staff development
sctivities substsntislly reduces the utilisstion and the-visibility of the
BOCS. This 1s,extremely:%mportsntﬂinfs permigsive: system, because the BOCS
depends on district utiiizgtion of fts services for financial support. The o
strong .emphasis -on local school district ‘autonomy,. psrticulsrly 1n the case: A
of the- laiger urban districts. thst csn mobilize the resources to nount
effective staff development programs of their oungLPoses a serious threat .

Lo the level -of sctivities of the. BOCS. . 4 ’ w

In at least one of the districts served ‘by the nocs, teacher
utilisstion .of BOCS stsff developnent progrens is further threstened by the
design of that. district’s own. stsff éevelopuent progrsm. The district hss
identified ten. priorities with measurable. stsndsrds ‘and. developed. a skills

training program for the teachers which they esll the 'teeehing learning ’ ~

was described by the stsff development director of thisfdistrict as an
*"opportunity” for teschers. Seventy _percent of the teschers ‘must agree on }

the objectives and on the tests for sessurenent in relation to these- objee- .;5,
tives. The school board, in fact, has sdopted a resolution on staff devel-;\

opment which is job related. Under this resolution, any professional deve16“\§,,<§i?

-opment becones “the responsih‘lity of the stsff themselves. “The district "

s y\\‘ /
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-oniy—prévidec staff development related to meeting its own. objectives.
’!raining is done by diatrict or university staff, and they ‘have made their
‘own arrangements -for creditain connection’with- tni!.training. The aocs is
not involved. ' The district is therefore offering training to help teachers
. follow the teaching,and learning approach, but there are occasional com- .
' plaints that the training is making teaching too mechanical an activity.
Furthermore, there is followup on the training: The teachers' use of the
- traininéﬁinythe classroom is carefully monitored. This is called "clinical
‘supervision®™. WNot surprisingly, the teachers seée this as very threatening: _ ‘
_The teachers find themselves in somewhat of a double bind, because the \ -
trainingeis auppoéedlv voluntary. However, teachers are aseeesed,in terms. I )
of the extent to which they meet these 10 district priorities. If they elect
to participate in the training, they thenvhave»the followup clinical super-
) vi/;on to ‘contend with.
~ In addition to the philosophical problem caused: by the staff
development program in this one particular district, another district has
more funds to bring in consultants than the BOCS has for its entire staff
---dévelopment program. Furthermore, tne importance of the district-level
r substantive area coordinators as alternative sources of staff development \
cannot -be overlooked. Even in districts that have no full-time staff devel-
opment program, the coorﬁayators -of the different curriculum areas can draw e
on ‘the fact that they are part of statewide groups. The?interaction that
pccurs,in these groups serves to keep them aware of the latest developments
: in inagructional‘metnoos and materials. The benver ?ublic school System, a
,digtrictinot served by the BOCS, .also has grants for the dissemination of _»_:f

.exemplary programs.

, e
3 . . ) )
;ninkage~hctivitiesv \ . -3
For the purposes-of this study we have defined.a linkage avtivity .

‘as one that involves a continuous contact between a local school or school
-district -and some external agent who serves as a channel for the flow of new

| _educational knowledge. This type of linkage activity may be said to occur in~
the‘Northern Colorado BOCS in connection with ‘three programs, although it is
difficult to identify specific individuals who are linking agents. Two &°
&theoprogramswwere,diecuqeed briefly under staff development. These included
the linkage,activities of the director of staff deyelopment and also’the

. . :
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) linkage activities that occur in connection with the BOCS sigrant education

program. However, the most, important linkage activity-occurs in connection
with the NDN st{te.facilitator project,.uhfch'is located at the BOCS.
Backggounda The NDN. state facilitator ptoject in Colorado began
in 1974. Because the project could not. ‘be located in the State Department
of ‘Education- dQue to state restrictions, the BOCS was selected as the host

organigzation. Thus, uhen the NDN facilitator project began, the BOCS' efforts

tended to be very localized. Thus; the original state facilitator proposal
included the networking of BOCS and the ‘development of subnetworks, making,
the state, facilitator serve as a catalyst for the networking of the socs;

) As a result, ‘the state: facilitator is. currently connected uith
several .other subnetworks. There are strong, though informal, links uith
?itle I, migrant education, specialoeducation, nutrition educati;n, and
-career education‘progfams.‘ In these cases the state facilitator relates
‘directly to thé district-level,staff connected with these special programs.
In relating to these district level staff, the: state facilitator acts as a

"linkerthetween déveloper/demonstrator sites and‘potentially,adopting:sites.

‘Bowever, 'in addition to these regular NDN activities, thé state facilitator
also provides other assistance, for example, helping school districts urite
proposals for Tutle IV-C grants.,,

Nature -of Services. School districts may call the state facili-
tator, ‘who has filled the position since 1974, with - requests of at least

'three different types. First, if districts have identified a need in ‘some

curriculum area; they may request information -on the types of resources that

are available. Second,,practitioners may ask for more information on a

'specific*program.(i.eg, a nevw educationa14pggpticel"ineuhich'thei,are inter--

ested. Third, they may ‘have seen a specificAprogramyin operation and be
interested in’haJing assistance for.adopting it. When such requests are

~i;de,:if'the state‘facilitator has funds‘aVailable to péy for awareness

activities, the facilitator may ‘also arrange for tfaining to be done by a.
progran’s developer. It.is important to note that this generally involves

-a ‘formal. ‘*adoption agreement' uhich specifies ‘who will pay for what, where

the program woulad be used and what adaptations would be made and so forth.
It further may specify the type of evaluation data to be collected and the
roles and responsibilities of the developer/demonstrator, the state facili-

[
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‘tator, and the adopting site. (A sample adoption.agreenent is presented as ’
Attachment B.) “ '

The state facilitator may also anticipate school needs. That is,,
the NpNiproject does.not simply wait for ‘a district to make a request for

infordation or assistance. Rather, demonstrations and conferences are held

,;vwm»provide'interested schools ‘and school dittricts with information on the

virious programs that are available in the NDN\program bank. Bowever, the
‘state- facilitator ‘has resources that go beyond the nationally validated

"

pool of NDN products. . .
Understandably, the state facilitator project is tied closely to-
" the- field representatives in the State Department of Education, uho work
. with the state facilitator on specific prohlems. The state facilitator is
‘also closely tied with the Title IV-C program, which began in Colorado in
'1974.-and supported the facilitator for several years, ending in 1978.° As
is true in other states, Title IV-C is the main. source of funds for adoption
grants. In this connection the state facilitator will help a local school
district write a proposal for a Title Iv-c adoption grant. :
‘The .state facilitator is also an important resource within “the
BOCS. 1In relating to other BOCS staff, the facilitator reports that he has
tried to be an integral ‘part of BOCS. activities.' when -the facilitator'
applies for grants, ‘the Director of. the nocs must sign the application.
The state: facilitator,also provides resources to the BOCS staff: .For example,
if a request through Project Access involves—thegiocation of curriculum
~-aterials, the. BOCS director of -information services tends to refer. such
requests ‘to the state facilitator. Also, we have: already‘mentioned the close
- but informal ties between the. state facilitator and the migrant education
-program. ‘A schematic diagram of linkage activities is presented in Figure 6.

~ Service Outcomes. Although the state facilitator reports a high

&

" success rate (approximately a'75% retention of adoptions and many "turnkey
trainees') it is portant to note that the state facilitator operates in an
environment,of dininishing resources. (Table 3 lists the adoptions made, for:
‘the entire state, since 1978; only a few of these adoptions have. béen by
districts within the Northern Colorado BOCS, however.). Nationally, the NDN
,program has reduced. its overall funds while also increasing the number of
state facilitators and developer[demonstrators who may be funded. Certain

A
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“Table 3

-NDN ;PROGRAM-ADOPTIONS -~ DEGINNING AUGUST 1, 1998

: . - AGREEMENT .
o PROGRAH . DISTRICT SITES" SIGNED PRE-ADOPTION ‘!‘RAINING IHPLEHI'NTATI%
s.cajawea Plan. ‘ ‘Denver Public 2 . X October 18 ° B Novembei' 191&
-(Great Falls Precision Schools ) ‘November'1,-2, 3-
’l'enching) ‘ L )
Connnlcations Proqram- ‘Denver Head Startc 2 October 4-6 October |9, 1978 :
SQattle s .o 1 .
'R;itiand:,Center for Adams #14 - 1 X October * ‘Novembey. 1978
‘Emotionally Disturbed Peanuts Head Start 1 ¢ S
AT A - *Denver General 1 7 )
‘Exemplary Center for Pueblo 2 X September 18-22 October 1978 .
.Reading. Instruction” *pPoudre. . 10 X August 7-11 Septembjr 1978~
’(Salt Lake) B “*Boulder Vaney 2 X October 2-5, 16-19" November 1978
—‘ACT.WB o Alamou 113 1 b December -t January |1979:
-(New Jersey) . Sanford Re-6J —
. S Center 26-J
) ' .Centennial R-1 - ) ,
‘Monte .Vista C-8 :
- Del Norte C-9
Sangre de Cristo
North-Conejos Re-1
. o South Conejos RE:-10 o 7 -
Project Hanlqament Durango 9-R - g -X August, 21-25 Septembdr 1978
‘Basic Principles. (Adoption Grant) K
=& ‘Techniques "
(Phnadelphh) . L
uaming to- Read Roarinq Fork Re-1 1 X - August 21-25 Septembdr 1978
by ’Reading (Adoption Grant) o o o . :
Hodificatlon of ADenver Public . X October 2-6 October (1978
_Children's-oral -Schools > -
I.anguage {Adoption Grant) .
S
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‘Table 3 -(cont'd)

: NDN”PROGRAM ADOPTIONS - BEGINNING AUGUST 1,

1978 (Page 2)

»- =

Air Academy $20
Arickaree SD
*Boulder Valley Re~2
Clear Creek SD*
Elizabeth cl
‘El Paso $D 11 .
Lamar Re=2" >
Littleton 06
#*Poudre R-1
‘Sheridan $2
Strasburg- 31-J
*St. vrain Re-1J
Weld Co. 46
West End-
W1de£1e1d SD. 3
Private Schools:
Adams, Co. $1-
* Adams Co. #12-

Aurora Public Schools

*noulder Valley Re=2
~Cherry Creek #5
Douglas Co. Re<1
-East Central BOCBS
Garfield Re-2 °
‘Harrison #2-

AMesa County tSl

n-n-n-n-i-n-i_-tc.’a‘n-aauun-ian-n-qn-n-,
. .

i n-,-n-n-n-'th'q-

»

~

A

kxxxxxxxkkxuxuaxxxxxx*xxxkx

N

February 28, 1979

’

,Harch1{79

o

-
s

. o , AGREEMENT = - ] o

PROGRAM- . . DISTRICTW __SITES- SIGNED. PRB%ADOPTION TRAINING~A IMPLBM“NTAT!O&l
M?ESCH- Denver Publijc: . 2 X August 30-31 (Denver) ‘Septe 'Efg97§

- - Schools. ) Septembei 11-15" - September.-1978

o (T1Tm1s) 1

ZProject Success for Cortez. 1 X 0ctober‘19-2b > Novembey 1978
;the "SLD child ) 5 NS
:!"fﬂpdql'ﬂé' El ‘Centro 6 X October 10-11 Ocpqygg-i?lpr,
APL oo Jetferson Co. 1 X December 1978 January 1979
Perception + Adams co. 1 37 January 24, 1579 . February, 1979.
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" ‘NDN_PROGRAIf ADOPTIONS - BEGINNING AUGUST 1, 1978 (Page 3)
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_PROGRAM_ DISTRICT _SITES ° _ SIGNED. __PRE-ADOPTION TRAINING  IMPLEMENTATION
~-Perception + (Continued) Washington C6. 101 _ 1 X ‘ I
) o ~ *St. Vrain -Re-1J 2, X .
o eld 16 2 X x N -
. Project STAMt . Elizabeth 1 X > i
: Adams -Co. #14 1 X
crt EY Paso 42 ., -+ & X ‘
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G o ) . o X
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-changes‘in'the relationehip betveen.the'state facilitator and the client

P achool districts have resulted from this situation. For example, the facili-
tator reports a great reluctance to put his limited resources into diffuse -
avareness activities.,!urthernore, the«fornal»adoption‘agreementfappearsato

‘ be a-relatively recent procedure, one that has developed within the last
couple of. years. Users of the ﬁDN program have also stated that, although
the facilitator and. the developer/demonstrators have money available for,
respectively, awareness and adoption ‘activities, the state facilitator

engages in very aerious negotiation over funding sources with the user

o

districts. At the same time; the state facilitator, in helping school
districts write grants, for IV-C nonies, has undoubtedly -expanded the funds
. available for adoptiona in various curriculum areas. ‘This has occurred in
opite ‘of the reduced level of funding of any given NDN‘state facilitator
‘itself. N

-

]
- L
<

— ‘Interviews with users of the NDN.-services provided further details

on thig particular knowledge‘utilization‘activity. Yor example, a low-income
elementary school has used the NDN facilitator for the adoption of at least
tﬁo—exenplary'prograns. In the.first case, the state facilitator nade—monej‘

* _availablé for local school'staff to- visit a,progran called-HOSTS, which is,a -
tutorial remedial program. The state facilitator helped the principal to
incorporate this program into an,ongoing Title I progran. The state facili- .. .
tator~provideduadditional”noney to get the program‘s"developer to .come and ‘
provide\asgeek of?intensive~training for teachers and‘aides, The. adoption of:

. this program doubled the number of Title I children that could be served at .
'.this schocls in another,instgnéei the Nbﬁ'a*atate*facilitator'nade money

available to sénd a teacher to Michigan for preschool training. ?he teacher

1

and .his school have now adopted ‘the preschool. program. iurthérmore, as a
result of a presentation done by the state facilitator. in Denver, teachers
‘from -another school district became aware of the program at this- parti~ular
elementary achool and - came down for training by the elementary school staff
in ‘the use of one of these programs.‘ The .state facilitator provided funds
for the teacher and the aide nho did this training.' zhus, throughout these
,adqption'activities the state facilitator has functioned as a linking agent.

At other schools, the state facilitator has been involved in esta-
- blishing workshops. for training large groups of teachers “in. connection with a
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' state. collage and haa brought ‘people in to describe several prograns in
specific c\u'ricul\m araaa. 'l'hese preaentationa vare followed by contacta
betveen -the- developer/deuonatrators and the schools, which lad to adoptions.

! The ‘state- facilitator has also been ‘involved in the development of an ex- b
anplary program, now a validated program in NDN, dealing with school health '
c\u:ricnla. 'me principal of the school where this program was developed
‘has begun vorking with other school diatricta, -aking presentations to *

_ \identify schools interested in applying for Title IV-C adoption funds. He -

- has arranged to make the presentations on the program: The state facili-
tator also ar"rang_];d an in-depth workshop for these interested schools to
help them prepare a proposal for a consortium g’ra‘nt.‘ This proposal was _
initially turned . down, but . the state facilitator got ‘the consortium permis- _ .
~aion to tevige the proposal. ‘l‘ne result was. that ,the -proposal was app‘:oved.-

’ It is interesting to note ‘that although the state facilitator ' -
appears to be extensively used by the school districts which appear in the _
BOCS, the -NDN users almost unanimously stated. that they make little or no .. -
use of the BOCS. It is also interesting to note that as mentioned above, :
the Director of ‘Staff Developinent at the BOCS is- beginning'to function as 'a.d
linker + the state facilitator very definitely functions as a linker, and we
have already -noted that some linkage occurs- in connection with the migrant
education ;program. Nevertheless, the BOCS does not have more general link?
ing~'agents on the staff. Linkage seems to occur -6n -an ad- hoc basis in.

” connection vith specific p*cgrams. Linkage, therefore, as a ‘knowledge
utilization activity, appears to be much less conspicious and more informal
than the- other knowlegge utilizatﬁionvactivities -at this'BOCS.

e
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III. REASONS WHY THE BOCS's XNOHL!DGE UTILIZATION
’ SERVICES ARE USED ' °

s > - »

" The previous section has described the use of thiree oervicec admin-

istered by the Northern Oolorado .Educational noard -of Cooperative Services )
u(ucnocS). In general, _the level of use and quality of service fell short of
our .expectations ec',far as the exemplary nature of this. interorganizational
arrangement. For g‘xmyie, that two of the services ware headed by part-time
' directors, and that the third service (NDN) was reali'y a statewide linkage
: ,f\gnction with ,few edo‘ptions, within the BOCS, suggested ‘that the interorgani-
‘zational errangenent vas not being used to its fullest .extent. Continuing
l4‘!’1.u'lget:ary probluu and the vithdrawel ot' at least one of the six member
vdiotricte reinforced this conclusion. uevertheleu, as a case study, the.
BOCS: arrangement provides highly instructive information about knowlodge
utilizatiOn services. = . _ \ ’ N

' In general, the 6vera11 outcome to be"explained in this case study
’ ;ic not "vhy the services are used": rather,athe iesue is "why the services
‘are ‘not being ‘used . more. In the case of the 3OCS .‘errangement, the lervices

. . i

N vould be used more if they were: 1) more fully supported“by exteérnal funds,
2)- more credible in relation to- competing eerVices, end ‘3) based d_on-stronger
interpersonal ties. 1less. important were the other explanations considered )

- 5

at the outsét of' the ltudy. -

v

1o 'rhe Services Need to Be l‘lore I-‘ully Supported by txternal runds

'.l"he tradition of local autonomy in colorado ‘has inposed a severe

financial' constraint ‘on -the BOCS interorgani...atiOnalz arrangement: The nain

-source of support must come from local school districts, which are themselves -

under fiscal pressure (due in part to dec'],ining enrollments). - ;

' The -philosophy mderl'ying the BOCS e'rrengement has been that ser-
vices should be - ‘responsive to- ueers' needs, end thus that usetrs (local
dictricte) should be able to provide the needed funds: However, the. philo--
'lopby is dif:icult to implement. when the overall resource pool is peing; :
reduced: Ailoéations for Xi;noi‘vled_g'e ntiii_za_tion g‘erviceng must compete with
" allocations for other district activities, which often} have a more visible
-and’ direct. payoff than do knowledge utilization services. -

7
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boen -ini-al. for three reasons. !1r:t, the state is coumitted to a nominal
support grant of $10,000 to each BOCS, and further investments are -unlikely.
8econdi-although the Northern Colorado BOCS did, at one tisme, have ‘several

-ajor avards from federal agenqiee, the current BOCS ‘staff has not been able
to replenish most of this funding. In general, Colorado adpiniatrators have
-not been atrongly oriented tovard applications for'federal funds, and Color-
.;ado has probably unde"utili:ed the existing pool -of federal awards programs.
’.!hird, the Northern Cblorado BOCS does not provide direct instructional .ger-

in apecial education-uthat ‘are enjoyed even by other BOCS in colorado. Such’
‘programmatic funds, although not directly targeted for knowledge utilization
services,. neyertheleas,enable,an organization to enhance its staff develop-
w-eh‘fan‘d‘informational<services.' This has been true, for 4nstance, in the
few cases wvhere the BOCS has been the recipient of state contracta for spe=
cial gervices, auch as in migrant education. The BOCS Migrant Resources.
:Center,hag developed an array og.activities that, although targeted to a
specific type of problem, includes the informational and linkage activities
Athat‘constituteﬁknoﬁledgéLntiliiation‘aerriceép

- ward spiral. Each year, the. aocs director develops an agenda of ‘new services
to be reviewed by the~nember digtricts. The member districts then decide
whether such services are oesireé and if so, must increase their allocations
to the BOCS to support the services. With the constrained fiscal -conditions,
the decision to continue or initiate services has seldom been made; but then;
" with fewer services being offered by the BOCS, each member district feels
compelled to re-examine its existing allocation to the BOCS, occasionally,

" (as in the case of one,district last year) leading—to a decision to withdraw

from the interorganizational arrangement altogether.

2. _The Services Need to Be Moie Credible in Relation to. Competing Services

e The main copgetitors for the BOCS's services are the services
" offered L§ the local districts themsélves. !hus; because of the basic
tradition of local school district autonomy in Colorado, achool districts
“ have tended firat to attempt-to provide services by themselves, and only

‘aecondarily,to seek such aervicesoelaewhere. 7o this extent, any external

-

lorover. the lOCS'e opportunities for obtaining external funda have

'vicee, and therefore does not have access to other programmatic funda--e.g.,'

3

In the absernce of external funds, the BOCS may be caught in a down=-
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organization such as the BOCS will iuave difficuity responding to users’

- = needs; in fact, if a school district can serve its own needs, there ‘is little
opportunity -for interorganizational collaboration. When a user group can

_provide aervicea for itself, any external service is likely to appear less

credible. This is because the external group is less familiar with local ,

situations, and. will ine\}itably be perceived as providing less effective i
'__ oet:vic)ea. . r\\ ‘ N '

Lo such- a aituation vaa evident ‘in COlorado, vheré the provision of
services from the BOCS was exacerbated by the. geographic distance among -the .
menber districts. If-a school is lany hours* arive away from the BOCS, the ‘ ‘, S
services will be hard to use, familiarity will be minimal; and the services ‘
‘'will appear to be less useful .than locally-provided services. WMot surpris-
ingly, these circu;nstanc'ea can lead to a reversidl of roles: The BOCS staff -
(e.g., ataff of the ataff development sexrvice) par\t\icipated in the design _—

. and implementation of the school district's curriculum de::lopment,;ervices ' .
and ‘were not clearly identified as BOCS staff: In other words, because the
technical skills were relevant,. the BOCS staff 4id collaborate with the local

diatrict ataff. However, the course was administered by the local school

district as- part of its curriculum development program, and the matriculators .
-of the course did not necessarily know that the BOCS staff person représented '

an-entirely rdifferent organization.

£

3. The Services fleed to.Be Based ime Hea'viy on —Interpers'onal 'ries

| — >

- In two of the knowledge utilization services that were studied, !
. the project directors had been in- their positions for several years and had

eatabliahed extensive -contacts with- nember districts. These contacts were
reflected -by- the fact that users -often knev these project directors by name
and considered these persons to be euitable resources:; In the long run, auch‘
. oontacts are important. for promoting further knowledge utilization services.
— . ' Nevertheless, newer BOCS staff members have ‘had greater difficulty
- - in establishing interpersonal ties with the ataffsrof the member districts. : .
- This .was due in part to new BOCS staff members nainly being recruited from ‘ i
7 organizations other than the ‘member districts, and such staff peraons would

have to spend a lot of .time eatablishing ties and developing ‘an understanding g /
of local school situations. \“\ ’ : Y
- -
~ + "
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One possible reason for this recruitment practice is the differen-
tial eeliry structure between the BOCS and its member Qistricte. Because the
BOCS is éerceived as a service unit to the member districts, the salary levels
‘for the BOCS staff erechnsiderebly‘louer than those of the districts. For
Anstance, the Director of the BOCS has a lelery that is about 30 ‘percent less.
{then that ot a district euperintendent. ‘and sbout 20 percent less than that
"of an: elementary school principel in e small school. sinilarly, the salary .
-0f the Director og’the Information Service is ebout 5 percent less than the
average teacher's salery in one of the school diltric

!hese differential salery rates reduce the likelihood of the nocs'
recruiting a staff person frou among its member districts. If eucg a nobility
. pattern were/possible, however, it might fecilitate'the‘developnentxof inter-

personal ties, because the staff person vould then have elready eetabl she
contacts/yith potential users. < d\\\\\\\

T Other Possible Explanations- - -
?—-——"7'-—-"-?——"Ja‘-'--—‘

‘At the -outset of the ;tudy,'several other explanations gor>Qoliabor—
‘borative efforts were identified: mutual exchanges, formal 1greementé, com=
pliance with external requirements, and reduction of conflict. None of these 7
other explanations appeared important in accounting for the nocs situation. ’
Though mutual ixchanges were found (e.g., in the- staff development
service, particiéents gain course credit and. the 30C$ gains extern&i!recogni—
tion for its efforts), their yoles were minimal in comparison to the conditions
previously"deqcripedz‘,Similer1§, there vaéione instance of a form?l’egréement
(in the linkage service, “adoption agreements® are developed as part of the
Title IV-C application), but the agreement itself did notﬁpliy a ?eavg role
‘in enhancing or reducing service utilization. No examples of the other ¢wo
conditions--compliance with. external requirements or reduction of conflict-~
.were found. ' ’ / :
Summary . ’ e ’ f
, Overall, the BOCS provides all three types of,knoilédge ut?iizatibn
‘services and has done so for a period of years. This characteristic led to
" the !Oésfbeing'includediin the present study. Upon, further /examination, these

services were found, however, to be underutilized and in danger of further
) - ' Vo ,

X
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The prccoding sections have indicated why - these
with the major reasons being . o~

rcductionc ‘in service levels.

:ctvicec have worked on such a linited basis,

the linited access to external relource:, competition from parallel services
‘provided by the school diltrict: thenselves, and difficulties 1§<developing

‘strong interpersonal ties.
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_PERSONS IWTERVIEWED FOR CASE STUDY -
) ,
o/

i T/ L .
- X - / ‘ . < -
iorthc'm cOlorado tducatidml Board of Cooperative SBervices -

Mr. Frank Andcuon
muctor / )

——

. Elise Albright
Director of I.nfonation- Services.

br. Raysond unn \\ - . )
‘Director of nuurch and ‘tv\a}\ution

/ ~——
Dt./hbo:t By -

‘plrector of acctss

Mr. Craig- erhtopmr
nsittant ‘Director of : -ACCESS

"s. Pltricia Solberg . . -
muctor of Staff Dcvcloment

Dre Duane Webb. .
Director of NN racnitator ?roject -

- . <
M

s S

-Colorado gbepartmeht' of Education

Dr. David Williams
,lugional Field Coordinator

;Dr. Ourlu leck .
,Diuctor, ntlc IV=C -, . “\_—,

E

*Adms : COunty~ ‘scr:ools :

i lh. a.ﬂic. &lith b
Dircctor of Media and’ Mbury Servicn

#r. John Ackelson i, T e
~ Mrcctor of Yesting nnd lvaluntion :

i f" ‘Ms. Cindy Marrison -
% Staff Development . .

° ms. Carol Norberg
Teacher, Iutvhv !lnenuty school




.Z
Jlls. Sandy mppen- .
‘Principal ‘Thornton Elanentary School\

Ms. Sam Thornham
. Principal

st Vrai‘n‘ Van'ey‘ S(:ho’oié

Mr. Randy Donahoo

Director .of Hedia and’ Library Services =
lls. Lis Dorsey R
£
‘Ms. Gail 'I'oups
Title I erdmator oo o
Ms. Ivy Gamble
,'mpervisor of I.ibrary Media Bervices
N - BN

Dr: Roger Rﬁgg
‘Assistant Principal
'P‘rederick Elementary School

Mr. ’Miit Pippinger

. ‘Staff Development <
 Ms. ‘Becky Durham
o
-3
- 3
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Sample Request .Form for IR Services
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ATTACHMENT A .

>
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A
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1 .
<
“TEACHER--Pleast aomplere tha c.u..:.., DRECUY < f:- Complaving This Form
N i o e A. Wini Famy ond Ciearty® )
. - T 0. Fill et wpetes 1 1.
= 2. scheol: . C. KEEP GOLD COPY.SEND OTHERS T0
4 YOUP LIB2 ARYVIMC
. ¥ . — B, PINb. s confirmetion; will be retornid
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_ himsteps e C. .Speciol eiceptions te wended loon
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- the item | am requesting is ... 6. The title (or type of squipment) is ..
3
y .

'ERIC

. :
, é
SAINT VRAIN
"W A vALLEY.
B PUBLIC SCHOOLS "
PINE 776-016C.
pimcesPoNsE |
o your g —~ < K R
- -Your rquert connet be fllled. . .
not veileble  wemwthorew  °
) from coliection * foL
damaged/welting . H
h npab .lulvv i
Yo fequirt is .v-md em by . ;’ :
T schedvied far your we eni’ R
/ .
P N B
“ligrarure oThlug . Medic Spec.) i -
"1 wart tg wee this Tram the- . ‘
following detes*: ;
B, 1 et it thev, ‘
— ﬂm ovelisble date M
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- ‘ro use follou -up consultatzon from the uramers tmce durmg the 1rp1emﬂnta ©
P-—xnﬂ{ = ar — —
s To participate in any ,evéluatiqnfs required by the D?Veloper/ﬁemonstrator.

*-The adopter plans to make the following codifications in the original d/d project:

None

o S 13 153

~ e - e — M ./-J
= Y
-~ . - ) ’A 3 e
- 9 'ATTACHMENT B : )
:
! Colorado State Facilitator Adoption Agreement
¢’ S - ?
_ Adopter/Adspter District JEFFERSO\ COUNTY SCHOOL DISTRICT R-1
Adopter/Adapter Site ' Speech ar.d Language Department
Adopter/Adapter District Contact Person Linda Cimmermann, Speech/Lanzuaqe Supv.
‘Developer/Benonstrator Project Involved School sttrict No. 1, City and County of .
' Denver
rumioun.mz‘ ‘ .
Tentative. Training Date(s) AuRuSt.13 through 17, 1979
Number -of: staff . 6 . addinistrators_..  *- studentsminimum 6. o be
‘4nvolved in the program T S T
‘Projected Inplementation Dite ‘Septémber, 1979
Adoptet Section ‘ ‘
ﬂtevndbptetvagtées td implerr.en: thé,foilo'wing‘ c’onpone:ﬁ’s»of the original d/d project:
* L
To train &ix teachers to .use the Monterey Languaqe Prozran
‘- Tc ha\e ‘six teacher< mplement the \1ontere\ Language Prograrr nth a .
—_one s:udrggz L_nnr teacher —— S




~ . . 1 .
Attachment B (cont'd) .
~ Lo N 2

-

The ‘sdopter agrees to collect the, following evaluation data on the implemented program:

= Those requested by the trainers -and develpper/déionstu‘tor.

P
2o . -

L d *»

-’ . - —

The adopter agrees-to provide the following resources for the program irplementation (list
‘#inancial figures -1{ applicable): . . . T T
fraining ___> mone c )

o

‘Naterials-__ - none

M ~ . "’
Equipment . None B .
Personnel __Six . R v
- - B - = AR
Travel __-none y _ N ,
. . - - - r N

State Fac:litasor Seétion

[y

The State-Facilitator agrees to provide -the ft;ilo-iing services' to the adopier:

'$100-per person for materials

$10. per person -for computer time

$250 per two consultation visits by two consultants
-totaling "$500. ’

L ENE PR B3

~

LA

T T .
Developer/Dénmonstrator Séction
The ‘original progran developer agrees to provide the following services to the adopter (list
funding source) ’ : )

fraining _ PL-93-380 -ESEA Title IV funds

x

Konitoring and/or other follow-up Consqlt'gp_jpp' a5 "?‘ef’ gbove per State
) -facilitation funds.

Materials/Eiuipwent _.__Per State facilitation funds. ] ) v

~_ Reviev of adopter evaluation design. Title IV funds.

[MC ‘ : : - 144 .
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oo . Attachment B (cont'd) / .
s 7 R
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‘The original .program develaper agrees- to provide for the
sbove vith the following changes (if ghanges nrrexzary):

-

"

None- >
__JoAnn -McElderry. B 6/19/79

— ot e i v 2 K

-Developer/Demonst rator: Project, Official Date

The-adopter/adapter. of the d/d:-project ‘agrees to the comitnents described- above-

Linda Zimmermann. . g - ) 6/19/79

t

Mop)ging/.‘ﬁqpﬁing l?)i“strictr J{fici‘al = = - Bace

o
. )

The bq;g;a&o*t:ate _Flcilttuor agrees to-the cormitments described

»

above.

Duane. Webdb -

‘Director, Colorado, State Facilitator Date
- -
~ ¢
B ? -
~




